DISTRIBUTION  STATEMENT  A 

Approved  for  Public  Release 
Distribution  Unlimited 


JPRS-UNE-87-004 


13  JANUARY  1987 


USSR  Report 

NATIONAL  ECONOMY 

EKO:  ECONOMICS  AND  ORGANIZATION  OF 
INDUSTRIAL  PRODUCTION 

No  10.  OCTOBER  1986 


19991008  115 


FBIS I  FOREIGN  BROADCAST  INFORMATION  SERVICE 

I  REPRODUCED  BY 

i  U.S.  DEPARTMENT  OF  COMMERCE 

I  NATIONAL  TECHNICAL 

i  INFORMATION  SERVICE 

I  SPRINGFIELD,  VA.  22161 


NOTE 


JPRS  publications  contain  information  primarily  from  foreign  newspapers, 
periodicals  and  books,  but  also  from  news  agency  transmissions  and  broad¬ 
casts,  Materials  from  foreign- language  sources  are  translated;  those 
from  English-language  sources  are  transcribed  or  reprinted,  with  the 
original  phrasing  and  other  characteristics  retained. 

Headlines,  editorial  reports,  and  material  enclosed  in  brackets  []  are 
supplied  by  JPRS.  Processing  indicators  such  as  [Text]  or  [Excerpt]  in 
the  first  line  of  each  item,  or  following  the  last  line  of  a  brief, 
indicate  how  the  original  information  was  processed.  Where  no  processing 
indicator  is  given,  the  information  was  summarized  or  extracted. 

Unfamiliar  names  rendered  phonetically  or  transliterated  are  enclosed  in 
parentheses.  Words  or  names  preceded  by  a  question  mark  and  enclosed  in 
parentheses  were  not  clear  in  the  original  but  have  been  supplied  as 
appropriate  in  context.  Other  unattributed  parenthetical  notes  within  the 
body  of  an  item  originate  with  the  source.  Times  within  items  are  as 
given  by  source. 

The  contents  of  this  publication  in  no  way  represent  the  policies,  views 
or  attitudes  of  the  U, S.  Government. 


PROCUREMENT  OF  PUBLICATIONS 

JPRS  publications  may  be  ordered  from  the  National  Technical  Information 
Service  (NTIS),  Springfield,  Virginia  22161.  In  ordering,  it  is  recom¬ 
mended  that  the  JPRS  number,  title,  date  and  author,  if  applicable,  of 
publication  be  cited. 

Current  JPRS  publications  are  announced  in  Government  Reports- Announcements 
issued  semimonthly  by  the  NTIS,  and  are  listed  in  the  Monthly  Catalog  of 
U. S.  Government  Publications  issued  by  the  Superintendent  of  Documents,  U. S. 
Government  Printing  Office,  Washington,  D.C.  20402. 

Correspondence  pertaining  to  matters  other  than  procurement  may  be  addressed 
to  Joint  Publications  Research  Service,  1000  North  Glebe  Road,  Arlington, 
Virginia  22201, 


Soviet  books  and  journal  articles  displaying  a  copyright 
notice  are  reproduced  and  sold  by  NTIS  with  permission  of 
the  copyright  agency  of  the  Soviet  Iftiion.  Permission  for 
further  reproduction  must  be  obtained  from  copyright  owner. 


JPRS-UNE-87-00A 
13  JANUARY  1987 


USSR  REPORT 
NATIONAL  ECONOMY 

EKO:  ECONOMICS  AND  ORGANIZATION  OF 
INDUSTRIAL  PRODUCTION 

No  10>  October  1986 

Except  where  indicated  otherwise  in  the  table  of  contents  the 
following  is  a  complete  translation  of  the  Russian-language 
monthly  journal  EKONOMIKA  I  ORGANIZATSIYA  PROMYSHLENNOGO 
PROIZVODSTVA  published  in  Novosibirsk. 

Contents 

Experience  of  Leading  Enterprises 

ZIL  General  Director  Interviewed  (3-14) 

(L.  Shcherbakova)  .  .................  1 

ZIL  Economic  Management  Discussed  (15-25) 

(A.  I.  Buzhinskiy) . .  .  .  .  ....  ...  .  .  .  .  .  10 

Management  Methods  Related  (26-32) 

(V.  V.  Novikov)  .......................  18 

Association's  Bookkeeping  Service  Described  (32-37) 

(V.  I.  Sidorov)  ................  .  .  ...  •  •  24 

Director  of  Smolensk  Plant  Interviewed  (38-43) 

(V.  T.  Otrokhov)  . . .  •  . . .  29 

ZIL  Economics  School  Examined  (43-59) 

(Ye.  Lysaya,  L.  Shcherbakova)  ................  34 

Results  of  Ej^rience  in  Kuznitsa  Reported  (46-51) 

(Ya.  G.  Gorodskiy)  . . .  42 

Futxrre  Taken  Into  Account  at  ZIL  (51-58) 

(G.  V.  Gfenbek)  .  .  .  .  ...  .  ......  .  .  ...  .  .  •  .  45 

-  a  ' 


Management  Consulting 

Round  Table  Discussion  Held  on  Consulting  (60-91) 
(Ye.  Leonidova) . . . 


History  of  Management  Consulting  Related  (80-86) 

(N.  A.  Starov,  A.  D.  Kuzamichev)  . 

Pages  of  History 

Style  of  the  Ccanmander  of  Industcy  (92-118) 

(Yu.  P.  Varonov)  (not  translated) 

Our  Narkom  (119-125) 

(Ye.  A.  Dzhaparidze)  (not  translated) 

Engineering  Labor—The  Key  to  Effectiveness 

Training  of  New  Specialists  Discussed  (126-148) 

(T.  M.  Boyko)  . . 

Training  Ccnplex  Oriented  Toward  Future  (148-155) 

(G.  S.  Migirenko) . . . 

Pros  and  Cons  of  Specialization  Discussed  (155-159) 

(V.  I.  lAv^its) . 

Goods  for  the  People 

Prestige  of  Consumer  Services  Considered  (160-168) 

(A.  G.  Petrov) . 

Anatomy  of  Losses — A  Guide  to  Reserves 

Ways  of  Economizing  on  Materials  Indicated  (169-176) 

(R.  L.  Snezhnoy,  M.  V.  Mikhaylkyk) . 

Briefly  About  What  Is  Important 

Payment  for  Automation  Work  E>amined  (177-180) 

(N.  B.  Mikulin,  N.  S.  Polyakov) . 

Efficiency  of  Instructions  Questioned  (180-183) 

(N.  P.  Chushkov) . .  •  • 

Nurtiber  of  Repair  Plants  Questioned  (183-184) 

(A.  I.  Kurtov)  . 


71 


75 

91 

97 

101 

107 

113 

116 

119 


-  b  - 


121 


Ccmientary 

E}^)enses  in  Design  Bureau  Recounted  (185-191) 

(V.  A.  SaMiarov) . . . 

Management  of  the  Economies  of  Socialist  Countries 

Indicator  of  the  Actual  Net  Output  in  the  GDR  (192-201) 

(V.  I.  Smirnov)  (not  translated) 

Er>r>r>nmi'rfl  of  Developed  Capitalist  Countries 

Japanese  Standards  of  Behavior  (202-211) 

(0.  S.  Vikhanskiy)  (not  translated) 

Technigues  of  Personal  Work 

Personal  Work  Organization  Facilitated  (212-217) 

(A.  S.  Fokeyev)  . 

Post  Scriptum 

Work  on  Scientific  Reccsnmendations  Satirized  (218-222) 

(Vladimir  Bykov) . * 


127 


131 


c 


Engll^  title 


Russian  title 


Author(s) 


Editor (s) 


Publishing  House 


Place  of  Publication 


Date  of  Publication 


Signed  to  press 


CJqpies 


(COPYRIGHT 


PUBUCATION  DATA 


:  EKO:  ECONCMICS  AND  ORGANIZATION 
OF  INDUSTRIAL  PRODUCTION  No  10, 
October  1986 

;  EKO:  EKONOMIKA  I  ORGANIZATSIYA 
PROMYSHLENNOGO  PROIZVODSTVA 


:  A.  G.  Aganbegyan 


:  Izdatelstvo  "Nauka” 


:  Novosibirsk 


;  October  1986 


:  21  August  1986 


:  154,000 


:  Izdatelstvo  "Nauka",  "Ekonomika 
i  organizatsiya  prorayshl^inogo 
proizvodstva" ,  1986 


ZIL  GENERAL  DIRECTOR  INTERVIEWED 

Novosibirsk  BKDNQMIKA  I  QRGANIZATSIYA  HROyKSHEENNOGO  EROIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  3-14 

[Interview  with  Ye.  A.  Brakov,  general  director  of  the  ZIL  Production 
Association,  by  L.  Shcherbakova:  "The  ZIL:  Capabilities,  Concerns  and 
Accotplidiin^ts] 

[Text]  The  concept  of  acceleration  of  the  country's 
socioeconomic  development  requires  being  armed  with 
everything  that  is  progressive  that  has  been  accumulated  by 
our  industry.  A  special  role  here  is  allotted  to  the 
economic  services  of  the  enterprises.  Th^  are  the  primary 
ones  and  at  the  same  time  they  are  one  of  the  main 
structural  units  \(^ch  bear  responsibility  for  the 
organization  of  the  implementation  of  the  program  set  forth 
by  the  27th  CESU  Congress.  As  was  shewn  by  the  discussion 
on  the  pages  of  EKO  during  1983-1985  of  the  problem 
entitled  "The  Economic  Service  of  the  Enterprise  and  the 
Management  Mechanism,"  the  readers  are  very  interested  in 
the  structure,  functions  and  positions  of  economic  services 
in  the  system  of  production  management.  In  their  letters, 
many  of  them,  vhile  ejpressing  their  wi^es  and  suggestions 
conceming  improvement  of  the  work  of  economic  services,  at 
the  same  time  request  that  EKO  public  more  detailed 
material  on  this  subject.  In  this  issue  we  are  offering 
for  the  readers'  attention  a  selection  of  articles  about 
the  economic  school  of  the  ZIL. 

[Question]  The  scale  of  your  association,  of  course^  is  impressive:  16 
branches,  230  subdivisions,  tens  of  thousands  of  workers. . . .  V^iat  motivated 
the  leadership  to  create  such  a  large  association? 

[Answer]  Only  the  desire  to  fulfill  the  producticai  program  as  well  as 
possible!  Of  course,  it  is  difficult  to  work  in  such  a  large  association,  but 
it  woxild  be  much  more  difficult,  immeasurably  more  difficult,  if  we  were 
working  through  cooperation  and  with  enterprises  of  both  the  automotive 
industry  and  other  branches.  We  actually  canixjt  influence  the  si:ppliers;  we 
do  not  have  the  levers  for  this.  The  ministry  does  not  have  them  either,  and 
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Ttmrai  influence  produces  no  results.  I  shall  give  the  exattple  of  the  Michurin 
plant  of  the  Ministry  of  the  Automotive  Industry,  vhich  specializes  in  the 
output  of  piston  rings.  From  year  to  year  the  enterprise  regularly  fails  to 
fulfill  the  plan— there  are  no  controls  of  any  kind  on  it.  And  ^ere  was 
absolute  justification  for  the  tack  taken  by  P.  D.  Borodin  vdio,  having  become 
director  of  the  Moscow  Plant  imeni  I.  A.  Likhechev,  began  to  create  the  ZIL 
Association  in  its  present  form.  He  also  became  the  first  general  director  of 
this  association.  We  are  continuing  to  develop  this  line. 

[Question]  As  you  know,  the  ZIL  has  been  granted  the  rights  of  a  main 
administration.  How  real  are  these  ri^ts?  How  are  relations  arranged 
between  the  ministry  and  the  ZIL  as  the  main  administration? 

[Answer]  I  cannot  see  ary  significant  differences  between  the  activity  of  an 
ordinary  eissociation  and  those  of  an  association  idiich  have  the  rights  of  a 
main  administration.  To  be  sure,  one  level  has  disappeared  in  our  relations 
with  the  ministry  staff.  And,  moreover,  we  have  the  right  to  create  and 
accumulate  reserves. 

[Question]  And  do  you  have  more  freedom  to  make  decisions  than  an  ordinary 
association  does? 

[Answer]  No,  I  would  not  say  so.  We  are  iitpeded  by  the  functional  style  of 
the  leadership  which  has  taken  form  in  the  ministry.  There  is  no  single 
official  there  v^o  organizes  the  solutions  to  all  problems  related  to  the  ZIL. 
If  we  need  to  solve  problems  of  material  and  technical  supply  we  go  to  one 
deputy  minister,  economics — ^to  another,  technical  reequipment  to  a  third,  and 
construction — ^to  a  fourth.  And  then  it  is  necessary  to  coordinate  all  those 
decisions. 

[Question]  Do  you  think  that  the  size  of  your  association  is  optimal  or  has 
it  reached  the  limits  of  controllability? 

[Answer]  A  difficult  question.  I  think  that  we  have  almost  reached  the  limit 
of  controllability.  It  is,  of  course,  very  cortplicated  to  control  such  ^ 
association.  But  we  cannot  develop  in  any  other  way.  Now  the  association  is 
faced  with  a  task  of  state  importance  of  changing  ZIL  trucks  over  to  diesel 
fuel — ^the  dieselization  program.  Having  weighed  all  the  "pros”  and  "cons,”  we 
arrived  at  the  construction  of  a  diesel  engine  plant  in  Yartsev,  we  ^e 
constructing  a  plant  for  cast  iron  in  that  same  city,  and  we  are  constructing 
a  fuel  equipment  plant  in  Zhitomir.  These  plants  should  be  start^  up  without 
increasing  the  number  of  workers.  Difficulties  in  management  will  increase 
but  we  will  be  confident  that  the  necessary  components  and  sets  of  equipment 
are  delivered.  When  carrying  out  an  important  national  economic  task  we  want 
to  ensure  ourselves  against  all  kinds  of  accidents. 

[Question]  Yevgeniy  Alekseevich,  vhat  is  the  proportion  of  management  staff 
in  your  association? 

[Answer]  One  of  the  lowest  in  the  branch,  about  11  percent.  How  has  this 
happened?  When  organizing  the  asscoiation  it  was  possible  to  create  a  board 
of  general  directors  and  abandon  the  board  of  directors  of  the  head  plant  . 
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But  we  did  not  take  this  path.  Otherwise,  the  management  staff  of  the 
association  would  have  been  transformed  into  this  same  administration.  The 
board  of  general  directors  has  real  power — ^the  material  base  and  resources, 
vhich  we  dispose  of  indirectly,  and  it  is  much  closer  to  production  and  has  a 
better  sense  of  its  needs. 

But  then  the  load  on  each  of  vb  has  increased  sharply  and  still  13  plants  were 
added  (three  in  Moscow  were  also  previously  included  in  our  association) . 
sincB  the  load  had  increased  and  also,  conseguently,  the  cost  of  a  managemait 
decision,  there  was  also  an  increase  in  the  role  of  correctly  selected 
management  personnel.  In  such  an  association,  along  with  other  factors,  there 
shoxild  be  an  increase  in  the  influence  of  the  personality  of  the  leader. 
Otherwise  the  association  can  fail  and  be  turned  into  a  system  vhere  the 
subordination  to  the  chief  is  purely  nominal  and  his  influence  on  his 
subordinates  is  very  weak. 

[Question]  But  still  the  influence  of  the  personalities  of  the  m^agers  alone 
can  hardly  make  the  association  a  unified  agency  vhich  is  operating  smoothly 
to  produce  a  specific  motor  vdiicle. .. . 

[Answer]  Of  course  not.  Therefore  we  intend  to  develcp  specialization  within 
the  association  in  the  following  way.  At  the  head  plant  we  have  cxjnc^trated 
design,  planning  and  engineering  services  and  productions  that  decide  the 
basic  tasks  for  the  vhole  association.  Therefore  the  head  plant  specializes 
in  the  development  of  the  main  directions  and  the  implementation  of  the 
technical  policy,  the  production  of  a  number  of  components  and  unite  of  motor 
vehicles,  the  assembly  of  the  basic  modifications  of  the  motor  vehicles,  and 
the  production  and  supply  of  the  entire  association  with  instruments,  fittings 
and  equipment. 

It  is  becoming  increasingly  typical  for  plants  of  the  association  to  teve 
specialization  (object  or  technological)  in  combination  with  a  high  technical 
level  and  the  introduction  of  mcdem  technical  equipment  and  technology.  The 
latter  is  especially  important  now  vhen  a  radical  restructuring  of  production 
is  in  procsess. 

[Question]  And  so  in  essence  we  have  alrea(^  begun  a  discaossion  of  the 
branches  within  your  association.  But  these  branches,  as  it  were,  are 
responsible  in  their  activity  to  more  than  just  the  ZIL.  They  are  in  various 
oblasts  and  even  republics  of  the  Soviet  Union.  And,  naturally,  they  do  not 
"came  under  the  tutelage”  of  the  cxDrresponding  soviet  and  party  agencies.  Do 
seme  additional  difficulties  arise  because  of  this? 

[Answer]  We  have  gone  in  the  direction  of  building  in  other  regions  of  the 
country  because  there  are  no  possibilities  of  ejpansion  in  Moscow.  But  ^ 
essential  difficulty  has  arisen,  vhich  you  quite  correctly  m^tion^.  Our 
branches  have  turned  out  to  be  xind^  something  like  "dual  jurisdiction"--the 
board  of  general  directors  and  the  local  soviet  and  party  agencies.  There  is 
nothing  special  in  this  fact,  and  each  has  its  own  range  of  duties  and 
problems.  But  the  local  agencies  frequently  make  branches  responsible  for 
solving  them  without  taking  the  association  into  acxoimt.  Moreover,  the  final 
goals  of  the  association  do  not  always  interest  them.  We  have  calculated  vhat 
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it  exists  the  association  each  year  to  divert  transportation  from  the  branches 
at  the  reqpest  of  the  local  agencies.  According  to  date  for  1984, 
tran^xDrtation  services  provided  by  the  association  to  outside  organizations, 
from  the  price  list,  should  be  valued  at  800,000  rubles.  But  the  association 
has  received  only  40,000  rubles  for  performing  this  work. 

Workers  of  ZIL  biranches  perform  an  entire  cortplex  of  work  for  building  rp  the 
cities  in  vhicih  they  are  located,  constructing  and  repairing  roads,  cleaning 
the  streets  and  so  forth. 

Each  year  1,000  or  mcxre  people  are  sent  from  alDiiost  every  plant  to  do 
agricultural  work.  In  order  to  compensate  for  the  alMost  constant  lack  of 
workers  in  production  it  is  neoessaiY  "to  organize  additional  shifts  and 
overtime  work.  It  is  frequently  necessary  to  render  literally  "emergency"  aid 
to  the  branches:  in  the  summer  of  1984,  for  example,  300  pecple  from  the  head 
plant  and  other  branches  were  kept  in  Serdobsk  to  repair  equipment.  But  at 
that  same  time  500  people  had  been  sent  from  the  Serdob^  branch  to  do 
agricultural  work. ... 

The  introduction  of  new  technical  equipment  and  progressive  technology  in  the 
branches,  in  spite  of  all  of  our  efforts,  is  not  proceeding  as  quickly  and 
effectively  as  we  would  like.  As  you  know,  a  great  deal  here  depends  on  the 
builders.  And  they  cu?e  imder  the  jurisdiction  of  local  agencies.  Each  oblast 
has  a  plan  for  cxustruction  and  installation  work,  and  the  leaders  of  the 
cblast,  depending  on  the  situaticai,  earmark  vhich  facilities  must  be  started 
first  and  vhich  can  be  put  off  until  later.  Of  course  we  do  not  know  about 
these  instructions,  but  with  time  we  suddenly  discovered  that,  in  spite  of  all 
cur  agreements,  our  construction  is  not  progressing.  We  meet  with  the 
builders,  we  conduct  sericus  negotiations,  we  chtain  a  premise  to  start  the 
work — ^and  again  nothing  happens.  Ihe  contract  is  broken  and  the  funds  vhich 
we  have  obtained  with  such  difficulty  from  the  Gosplan,  "flowed  away."  And 
hew  and  on  vhem  does  one  exert  influence  in  such  cases?  They  can  say: 
"Everyoe  has  his  ewn  problems."  Yes,  we  also  have  cur  own,  but  nchody  is 
producing  cur  trucks  for  us! 

Ihe  main  problem:  bringing  the  branches  x;p  to  the  level  of  the  head  plant  in 
terms  of  technology  and  the  organization  of  production  and  labor.  Our 
branches  can  be  divided  into  two  greups.  Seme  plants  were  planned, 
ccaistructed  and  equipped  by  the  association.  Others  were  independent 
enterprises  and  entered  Ihe  assex^iation  at  various  times.  Hence  the  various 
approaches  to  solving  the  main  problem  in  the  initial  stagee.  For  enterprises 
that  have  been  included  in  the  ZIL,  basic  reliance  was  placed  on  technical 
reeguipmmit,  specialization  and  a  sharp  rise  in  the  technical  level  of 
producticoi.  For  plants  that  were  constructed  by  the  association  itself,  the 
main  task  is  to  achieve  the  planned  indicators. 

A  branch  requires  support  in  the  technical  and  other  areas.  Where  will  it  be 
more  effective?  Of  course,  as  part  of  a  large  association  that  is  carrying 
out  tasks  at  a  state  level,  such  authoritative  ones  as  the  ZIL.  We  distribute 
the  funds  we  receive  among  the  branch  plants.  Each  of  them  participates  in 
solving  a  statewide  problem.  Ihis  fills  their  activity  with  new  content. 
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[Question]  What  does  the  patronage  of  the  head  plant  over  the  branches 
consist  of? 

[Answer]  You  have  put  it  correctly:  patronage.  You  see,  if  an  independent 
plant  is  constructed  in  a  small  city  it  is  unsteady:  there  are  no  skilled 
personnel  or  a  collective.  Our  task  is  to  transfer  to  the  branches  the  laorge 
amount  of  ejqjerience  of  the  head  plant  concerning  management  and  organization 
of  production,  and  raise  the  level  of  their  work  to  that  of  the  head  plant. 

The  head  plant  has  rendered  and  does  render  to  the  branches  direct  assistance 
with  technical  equipment,  personnel,  adjustment  and  repair  of  equipment.  Now, 
however,  reliance  is  being  placed  on  assistance  the  plants  render  to  one 
another.  The  concept  of  "patronage"  is  gradually  being  replaced  by  the 
concept  of  "mutual  assistance."  Everyone  already  understands  that  the  plante 
of  an  association  are  like  fingers  on  a  single  hahd.  If  any  of  them  is  cut  it 
is  painful.  Each  branch  is  interested  in  the  good  work  of  the  other  plants 
and  of  the  association  as  a  vhole. 

local  prejudicses  recede  into  the  past.  In  the  foreground  are  the  interests  of 
the  association  as  a  vhole.  What  is  advantageous  to  the  association  is  also 
advantageous  to  each  branch  included  in  it.  Such  a  statement  of  the  problem 
provides  for  the  vital  interest  of  each  branch  in  the  final  result  and  in  the 
success  of  the  association.  We  have  examples  of  this  kind  of  establishment  of 
collectives  in  our  association.  The  Mtsensk  Plant  was  very  burdensome,  but 
now  it  has  good  indicators  of  its  work  and  a  collective  has  been  formed.  The 
same  thing  can  be  said  about  the  Roslavl  Automotive  Aggregate  Plant.  It 
should  be  noted  that  we  have  a  vhole  number  of  plants  vhich  are  operating 
well,  for  example,  the  Smolensk,  Petrovks,  Penza  and  Ural  plants. 

[Question]  What  methods  are  used  by  the  Board  of  General  Directors  of  the 
Association  in  working  with  the  managers  of  the  branches? 

[Answer]  First  of  all,  we  try  to  make  an  ctojecrtive  evaluation  of  their 
achivity.  Gathering,  for  example,  advice  from  directors,  we  try  to  send  the 
head  specialists  of  the  association  to  plants  in  order  to  evalmte  the 
situation  beforehand. 

[Question]  Ejperts  of  a  kind.... 

[Answer]  Yes.  If  we  see  that  the  situation  in  the  branch  is  deteriorating  we 
render  technical  assistance,  analyze  the  methods  of  the  manager,  search  for 
weak  places  and  influence  him,  and  we  send  specialists — deputy  general 
directors  for  economics,  personnel  and  specialists  in  technical  services. 

[Question]  It  turns  out  that  you  have  a  kind  of  management  consulting  within 
the  association.  This  is  very  interesting  and,  I  think,  useful  for  mianagers 
of  large  associations.  But  let  us  return  to  the  association  as  a  vhole.  What 
basic  problems,  in  your  view,  are  in  need  of  an  immediate  solution? 

[Answer]  The  first  thing  is  acceleration  of  scientific  and  technical  progress 
and  its  real  influence  on  the  activity  of  the  enterprises. 


While  participating  in  the  work  of  the  27th  CPSU  Ctongress  eacii  day  I  was 
oonvinoed  of  the  correctness  and  timeliness  of  the  party's  categorical 
areguirement  to  provide  for  accelerated  introduction  into  paxxiuction  of  the 
latest  achieveoments  of  scientific  and  technical  progress.  Only  under  this 
conditian  will  it  be  possible  to  raise  our  national  econony  to  a  principally 
new  level. 

Go  to  any  dcaraestic  industrial  exhibit.  There  all  scientific  and  technical 
progress  is  r^resented  in  ej^erimental  models.  It  ^ows  what  we  can  do,  but 
we  must  do  it.  A  ma<;Mne  tool  is  eadiibited.  A  good  one?  Yes.  And  can  you 
deliver  us  100  of  them?  They  hem  and  haw.  No,  this  is  an  experimental  model. 
Who  produces  it?  We  do  not  know.  And  vfliere  can  one  find  out?  Here  the 
discussions  are  broken  off.  Our  eadaibitions  do  not  have  a  commercial  side, 
vdaich  ^ould  engage  in  first  and  vhich  is  the  strong  side  of  foreign 
exhibits. 

Ihe  practice  of  our  work  i^ows  that  it  is  necessary  to  develop  machine  tool 
building  at  more  rapid  rates,  to  purchase  licenses  and  to  construct  first  and 
foremost  plants  not  for  the  production  of  raw  material,  but  for  the  production 
of  equipment.  So  far  we  are  always  "covering  vp"  problems  and  trying  to  keep 
abreast  of  events.  And  yet  we  have  a  large  anry  of  engineering  and  technical 
personnel,  branch  scientific  research  institutes  and  design  bureaus.  In  ny 
opinion,  the  cxrganization  of  their  work  does  not  correspond  to  the 
requirements  of  the  day.  The  existing  practice  of  developing  new  items  does 
not  correspond  to  them  either. 

It  would  seem  that  the  specieilization  of  design  bureaus  is  good.  But  this  is 
only  at  first  glance.  What  happens  in  practice?  One  institute  plans 
electrical  eqtiipment  for  an  automatic  line,  another— hydraulic  equipment,  and 
several  plants  manufacture  the  line.  As  a  result  we  obtain  a  set  of  equipment 
that  does  not  suit  us  at  all.  We  take  this  "line"  and  set  it  right  at  the 
plant.  Ihe  workers  have  all  the  products,  but  the  set  of  products  as  a  vhole 
they  do  not  have.  And  not  one  of  the  manufacturers  can  be  held  responsible. 
Everyone  blames  his  nei^ibor. 

Moreover,  the  lack  of  a  unified  direction  in  the  development  of  the  electronic 
systems  for  controlling  equipment  in  the  country  leads  to  a  large  diversity  of 
these  systems  vAiidh,  in  turn,  requires  the  manufacture  of  a  laorge  quantity  of 
designs  of  plates  for  r^)air  purposes. 

And  a  good  deal  of  time  is  spent  on  coordinating  complex  lines.  We  ^ould 
som^ow  take  you  on  the  next  trip  throu^  the  various  levels  so  that  you  could 
see  how  the  deliveries  of  these  lines  are  coordinated  and  you  will  see  all  the 
difficulty  and  lack  of  coordination  in  this  work. 

[CJuestion]  Thank  you  for  the  invitation.  But  vhere  do  you,  Yevgeniy 
Alekseyevich,  see^the  solution  to  the  prc*)lem? 

[Answer]  The  soluticxi  lies  in  the  creation  of  a  service  network.  We  are  now 
working  with  the  Ivanovo  Machine  Tool  Building  Association  on  introducing 
flexible  production  systems.  On  the  basis  of  such  a  plant  we  should  create  a 
firm  vhich  would  unite  the  scientific  collective,  the  production  collective. 


the  e>5)eriinental  shops  eind  the  service.  This  would  be  very  good.  You  would 
send  an  order  to  the  firm  and  they  would  do  it  all  for  you  from  beginning  to 
end. 

Closely  associated  with  the  problem  of  scientific  and  technical  progress  is 
another  problem  that  is  bothering  me  today:  training  personnel  and  increasing 
their  qualifications.  We  ^ould  not  spare  any  money  on  this.  Our  worker  ^ 
conpared  to  the  worker  in  any  capitalist  country  has  the  advantage  that  he  is 
literate,  he  has  a  broad  world  view  and  a  wide  range  of  interests,  he  is  well 
read,  and  he  can  understand  questions  of  policy.  This  is  excellent. . .  .but  he 
is  lagging  behind  in  occupational  training.  It  is  not  the  worker  vho  is  to 
blame  for  this,  but  the  system  of  training  in  an  occupation,  vhich  is 
sometimes  arranged  absolutely  incorrectly.  When  training  a  worker  we  go  into 
general  issues,  we  teach  everything  but  little  that  is  concrete.  The  entire 
technical  "arsenal”  of  the  teacher  is  chalk  and  a  blacikboard.  And  yet  there 
is  a  principally  different  ajproach  to  training  vhich  is  based  on  a  broad 
change  in  the  technical  means,  electronics  and  automation.  To  improve  the 
training  of  personnel  at  our  plant  we  have  put  into  (peration  a  ^pecial 
classroom  vhich  is  intended  for  training  in  an  entire  number  of  specialties 
related  to  pneumatics  and  hydraulics.  Display  screens  and  special  stands  are 
used  extensively  in  it.  The  orientation  is  toward  a  de^  and  visual  stu(^  of 
the  subject. 

The  next  problem  is  labor  discipline.  If  it  remains  at  the  previous  level  we 
will  not  be  able  to  develop  at  rapid  rates.  Of  course  we  are  trying  to  work 
with  the  collective  in  this  direction.  But  our  work  must  be  supported  by  the 
system  of  economic  influence.  It  is  necessary  to  restore  the  ^stem  of 
payment  for  length  of  service,  perhaps  adding  scmething  to  it.  The  following 
suggestion  is  not  without  foundation.  If  the  worker  or  engineer  has  gone  to 
another  enterprise,  let  him  begin  from  the  beginning.  But  now — ^and  EKO  has 
written  about  this — in  a  new  place  for  the  same  work  or  less  a  specialist  or 
worker  will  receive  more  wages.  This  speculation  must  come  to  an  end. 

In  connection  with  this,  there  is  another  critical  problem  for  ZIL:  labor 
turnover.  At  the  head  plant  alom  we  annually  hire  and  fire  about  6,000 
people.  About  6,000  are  tenporary  workers  (patients  in  the  drug  abuse 
facility  vho  come  for  2  months  from  other  regions  of  the  country,  including 
from  the  South) .  There  were  frequently  leads  to  an  increased  number  of 
breakdowns  of  the  equipment  and  violations  of  technical  and  labor  discipline. 
It  think  that  it  is  necessary  to  reduce  the  number  of  jobs  everywhere.  In 
Moscow,  for  example,  we  have  many  jobs  for  skilled  electricians  where  they 
simply  stand  guard  and  change  li^t  bulbs,  receiving  wages  for  essentially 
nothing.  And  idleness  undermines  their  moral  fiber. 

[Question]  Incidentally,  dxut  wages.  Probably  the  wage  policy  does  not 
contribute  to  reducing  labor  turnover  either.  I  know  that  at  your  head  plant, 
for  example,  the  average  wiages  of  an  assembly  worker  on  the  main  conveyor  are 
190  rubles,  and  at  the  GAZE  and  AZIK  they  are  240  rubles.  How  do  you  feel 
about  this  fact? 

[Answer]  A  painful  question.  About  10  years  ago,  taking  into  account  "toe 
hi^  intensiveness  of  labor,  ZIL  was  at  the  wage  level  of  the  first  five 
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related  ^terprises  of  the  city,  and  now  it  is  in  the  second  10.  People  go 
vhere  they  are  paid  more.  Organizational  measures  are  needed  to  solve  this 
problem. 

And  one  more  prctolem  is  the  »5)ansion  of  the  ri^ts  of  the  business 
executives.  As  you  understand,  this  is  not  altogether  within  the  authority  of 
the  association.  In  principle  very  little  has  changed  in  this  respect,  even 
with  tlie  changeover  to  the  large-scale  economic  ejiperiment  and  the  new 
conditions  of  management.  I  shall  discuss  just  one  aspect  of  this  problem. 

Ccmmodity  exchange  among  enterprises  and  nonfunded  release  of  coramodities  are 
now  prohibited.  But  it  is  necessary  to  prepare  for  suchi  a  system,  for  only 
then  Will  the  changeover  be  smooth.  We  receive  about  10  percent  of  our 
materials  through  direct  ties.  We  must  help  the  suppliers  do  that  vhich  has 
not  been  ccatpleted  by  state  agencies.  Now  this  assistance  has  been 
prohibited,  but  the  state's  apparatus,  mainly  the  Go^lan — is  not  doing  all 
the  work  and  is  not  carrying  out  its  functions  to  the  end.  Hundreds  of  kinds 
of  itaterials  are  not  planned  but  they  are  used  in  the  production  process.  How 
do  we  get  them? 

One  example.  A  new  plant  in  our  branch  was  immediately  allotted  1  billion 
rubles  for  reconstruction.  But  the  ZIL  has  producing  profit  for  the  state  for 
70  years  and  it  needs  reconstruction,  but  we  cannot  acquire  the  funds  for 
this. 

We  have  a  good  deal  of  equipment  vhich  has  been  in  operation  for  more  than  25 
years.  It  turns  out  that  we  have  not  earned  the  money  for  updating  the 
equipment.  But  vho  can  reproach  us  for  poor  work?  We  have  always  fulfilled 
the  plans,  produced  an  inespensive  automobile  and  produced  profit.  But  vhere 
are  the  incentives  for  further  highly  economical  work?  There  are  none. 
Equalization  prevails.  And  in  fact  an  enterprise  that  is  operating  well 
should  be  in  charge  of  the  situation. 

We  need  an  analysis  of  how  the  enterprises  are  working  and  at  vhat  cost. . . . 
So  far  we  cannot  see  vho  would  do  such  an  analysis,  even  at  the  level  of  the 
branch.  The  institutes  here  are  engaged  in  parallel  research.  There  are  many 
scientific  associates,  but  to  little  avail. 

[Question]  And,  finally,  ray  last  question:  What  are  the  prospects  for  the 
development  of  the  ZIL? 

[Answer]  Ihd^  the  12th  Five-Year  Plan  we  shall  have  to  provide  for  the 
changeover  to  the  output  of  diesel  motor  v^icles.  In  the  production  of 
trucks  such  a  radical  reconstruction  happens  once  every  20  years,  and  this  is 
under  the  conditions  of  increased  production,  vhile  retaining  practically  all 
of  the  list  of  the  previously  produced  products,  and  special  attention  will  be 
devoted  to  the  output  of  motor  vdiicles  that  use  diesel  fuel. 

We  are  taking  measures  to  develop  instrument  production.  After  all,  60 
million  rubles'  worth  of  fittings  must  be  manufactured  just  for  a  new  motor 
vehicle.  There  will  be  a  significant  load  on  the  design  subdivisions.  We  are 
introducing  rcfeots  into  production,  and  there  the  organizational  work  will  be 
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greater  than  it  is  with  any  other  devices.  Nobocty  can  relieve  us  of  the  work 
of  fulfilling  current  planning  assignments. 

We  have  arranged  all  of  our  economic  indicators  for  the  output  of  the  new 
truck.  This  means  that  in  the  event  of  failure  we  shall  not  fulfill  the  plan 
for  production  volume  or  for  other  indicators.  Ihe  fate  of  the  association 
depends  on  how  we  cope  with  the  prcfolem  for  dieselization. 

One  of  the  critical  problems  is  the  problem  of  providi^  housing  for  workers 
of  the  association  both  in  Moscow  and  in  other  cities.  Because  of  the 
changeover  to  the  new  conditions  of  management  in  1986  we  wanted  to  use  the 
fund  for  social  and  cultural  measures  and  housing  construction  to  increase  the 
volume  of  housing  construction  and  to  do  it  by  the  internal  financing  method. 
But  according  to  the  provisions  ajproved  by  the  USSR  Go^lan,  we  cannot 
increase  the  volume  of  housing  construction  in  excess  of  that  envisioned  by 
the  plan.  We  are  interested  in  construction  a  youth  housing  oottplex,  but  we 
do  not  have  the  funds  for  its  construction.  This  is  a  very  crucial  problem. 
It  requires  a  solution. 

But  in  general  the  attitude  in  the  collective  is  aggressive.  We  are  hcpi^ 
not  only  to  survive  in  this  difficult  situation,  but  also  to  come  out  of  it 
honorably. 

[Question]  Our  magazine  and  readers  wish  your  glorious  oollertive  many  more 
successes.  And  we  hope  to  return  to  the  program  of  dieselization. 

C30PYKEGHT:  Izdatelstvo  ••Nauka”,  "Ekoncmlka  i  organizatsiya  prorayshlennogo 

proizvodstva”,  1986 
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ZIL  ECDNCMEC  MMAOEMENT  DISCUSSED 

Novosibirsk  EKONCMIKA  I  ORGANIZATSIYA  ERCMYSHLENNOGO  ERDIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  15-25 

[Article  by  A.  I. ,  Buzhinskiy,  deputy  general  director  of  the  Association  for 
Economic  Work:  "Ihe  Organization  of  Economic  Management  of  the  Association”] 

[Text]  Ihe  ZIL  is  one  of  the  few  large  associations  in  the  country  vhere  all 
the  enterprises,  including  the  head  plant,  are  production  units  (the  smallest, 
the  Simfreopol  Automotive  Repair  Plant,  has  300  enployees,  the  rest  have 
several  thousand  each,  and  the  head  plant  has  several  tens  of  thousands) . 
Such  an  organizational  structure  has  made  it  possible,  in  our  opinion,  to 
realize  the  most  inportant  principle  of  effective  functioning  of  a  production 
association  (PO) — ^the  avoidance  of  repeated  accounts.  Unfortunately,  a  large 
percentage  of  the  PO's  even  as  of  today  have  not  been  relieved  of  this. 

If  internal  circulation  is  taken  into  account,  the  volume  of  the  gross  output 
of  ZIL  has  increased  by  almost  25  percent.  Of  course  the  quantity  of 
automdbiles,  spare  parts,  refrigerators  and  other  items  produced  at  the  plant 
or  manufactured  at  the  head  plant  and  in  the  branches  would  not  increase  from 
this,  and  the  added  ”gross"  volume  would  distort  the  picture  of  the 
association's  economic  development. 

When  many  associations  have  been  created  there  has  been  a  clearly  expressed 
desire  to  calculate  the  production  volumes  according  to  the  Trestovskiy 
method,  that  is,  including  intrafirm  circulation  in  the  volume.  Such  a  policy 
undoubtedly  reduces  the  possibilities  of  utilizing  capacities  correctly  and 
more  effectively  and  efficiently  detertnining  the  products  list  for  each 
production  xmit.  Moreover,  the  Trestovskiy  method  can  motivate  the 
association  to  strive  to  inprove  a  number  of  indicators  (production  volume, 
growth  of  labor  productivity,  output-capital  ratio  and  others)  and  scmetimes 
direct  them  to  inefficient  organization  of  intrafirm  deliveries.  Special 
attention  i^ould  be  devoted  to  this  v^hen  ittproving  the  mechanism  for 
management  of  associations. 

Of  course,  certain  difficulties  also  arise  from  a  method  of  accounting  such  as 
ours,  and  there  are  also  certain  contradictions  between  national  economic  and 
territorial  interests.  Territorial  organizations  are  afraid  of  losing  the 
production  volumes  (for  the  rayon,  oblast  or  republic) .  But  the  final  result 
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is  inportant  for  intensification  of  the  national  econony.  Excluding  repeated 
accounting  contributes  to  more  effective  achievement  of  .  national  economic 
goals. 


ZIL  branches  do  not  have  independent  current  accounts.  But  the  special 
subaccount  and  the  current  accounts  that  are  at  their  disposal  enable  them  to 
freely  finance  all  the  needs  of  production  and  economic  activity  and  the 
development  of  production. 

What  have  we  gained  with  this  approach  to  management?  Becaxase  of  it  we  have 
managed  to  create  a  Unified  production  complex  and  to  centralize  the  economic 
incentive  funds.  Hence  the  essential  advantages — ^the  possibilities  of 
developing  a  unified  socioeconomic  program  for  the  development  of  the 
association  as  a  vdiole  and  all  of  its  production  units,  and  also  the 
possibility  of  maneuvering  funds  and  utilizing  them  expediently.  If  each 
branch  were  to  create  its  own  economic  incentive  funds  independently  and  cany 
out  reconstruction,  technical  reequipment  or  cultural-domestic  construction 
with  them,  the  work  would  be  spread  out  over  many  years.  With  centralized 
economic  incentive  funds  the  association  can  maneuver  them  and  determine  the 
sequence  for  investing  money  in  the  solutions  to  various  problems.  And  in  the 
initial  stage  of  the  formation  of  the  PO  one  can  clearly  trace  the  principle 
of  the  priority  of  the  development  of  the  branches  over  the  head  plant  in 
order  to  raise  their  levels  of  technical  equipment,  technology  and 
effectiveness.  Therefore  a  relatively  large  proportion  of  the  funds  were  used 
for  financing  the  branches. 

In  addition  to  financial  assistance,  vhich  is  typical  of  the  majority  of 
associations,  the  head  plant  takes  responsibility  for  scientific  and  teclmical 
guidance  in  ittproving  the  designs  of  items,  technology  and  personnel  training. 
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The  sucxsss  or  failxire  of  the  activity  of  the  association  or  enterprise,  even 
with  the  esdsting  shortccmings  in  the  economic  mechanism,  depencSs  largely  on 
how  economic  work  is  organized  and  vhat  positions  questions  of  economics 
occt^jy  in  the  activity  of  all  production  subdivisions  and  services  of 
enterprises  and  PO's,  especially  technical  ones. 

And  vhen  arranging  it  a  decisive  role  is  played  by  the  significance  attached 
to  it  the  general  directors,  public  organizations  and  management  of  the 
enterprise's  engineering  servicses.  At  ZIL  economic  work  since  the  first  years 
of  its  creation  has  always  traditionally  been  at  the  center  of  att^tion  of 
management  and  the  party  and  trade  imion  organizations.  This  tradition  has 
fully  ejctended  to  almost  all  plants  of  the  association. 

Cost  accounting  [khozraschet]  occupies  one  of  the  central  places  in  the  system 
of  economic  methods  of  management  at  ZIL.  Primai^^  significance  is  now 
attached  to  it;  for  in  associations  like  ours  vhere  not  all  production  units 
have  all  the  rights  of  a  socialist  industrial  enterprise,  cost  accounting 
plays  a  special  role  and  is  the  basis  of  econcanic  management. 

Cost  accounting  relations  among  branches  and  also  among  ^ops  of  "^e  head 
plant  are  carried  out  on  the  basis  of  internal  planned  calculated  prices.  A 
great  of  attention  is  devoted  to  price  setting  in  the  association. 
Planned-calculated  prices  have  been  developed  and  price  lists  have  been 
created  for  the  basic  products  (items  and  spare  parts)  and  products  of 
aiDciliary  productitxi  (ZIL  has  its  own  production  of  machine  tools,  presses, 
nonstandard  eguipoaoent,  packaging  and  instruments) .  For  purchased  items 
(timber,  scrap  metal,  metal  and  others— the  PO  uses  unionwide  prices,  but  we 
include  them  in  a  single  price  list. 

It  is  apparently  difficult  to  introduce  internal  planned  calculated  prices  in 
small-series  produc±ion,  but  in  flowline  ai^  mass  production  their 
application  is  ej^iedient  and  it  oompletely  justifies  the  labor  ejjpenditures 
required  for  the  developnent  of  the  price  list.  The  price  lists  are  revi^ 
and  npdatpd  periodically.  All  this  information  is  entered  into  machine 
bearers.  Now  cjne  can  call  rp  any  price  on  the  ccraputer  screen  when  necessary. 

Accounting  and  control  of  the  results  of  cjost  acxxunting  activity  are  ca^ied 
out  CMi  the  basis  of  planned  normatives  per  unit  of  e>penditures  per  item. 
Normative  management  is  developed  throu^  the  efforts  of  the  functional 
services.  Each  service  submits  its  own  normatives  to  the  information  base  of 
the  ASU;  planning  and  economic  management — ^planned  calculated  prices, 
technological  management — labor  normatives,  the  division  for  norm  setting  for 
materials  and  analysis — material  normatives,  and  so  forth. 

In  the  system  of  internal  cost  accounting,  the  following  indicators  have  been 
introduced  for  the  plant-branches,  separate  facilities  and  ^ops:  the 
production  plan  in  physical  terms  and  in  terms  of  product  sales,  singling  out 
deliveries  for  internal  circulation,  cooperation,  spare  parts  and  consumer 
goods;  labor  productivity  and  the  wage  fund;  and  reduction  of  production 
costs.  The  indicator  of  profit  is  also  planned  for  the  plant-branches. 
Normatives  of  circulating  capital  are  set  for  all  asscx::iation  subdivisions. 
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An  essential  problem  is  cost  accounting  of  functional  and  engineering 
subdivisions.  It  has  been  crucial  for  a  long  time  and  is  related  to  the  need 
to  increase  their  management  influence  on  solving  the  most  important  economic 
and  technical  problems  of  the  PO.  Unfortunately,  the  country  does  not  yet 
have  good  methodological  developments  and  little  research  is  being  done  on 
this  problem. 

We  began  the  introduction  of  cost  accounting  in  the  functional  services  with 
the  service  for  material  and  technical  supply.  The  evaluation  and  the 
stimulation  of  the  results  of  its  activity  were  made  dependent  on  their  own 
indicators — circulation  of  material  values  and  economy  of  resources,  reduction 
of  supply  outlays  and  the  level  of  nonproductive  expenditures,  the  meeting  of 
the  production  schedule,  and  so  forth.  Fairly  good  results  were  achieved. 
The  material  and  technical  supply  for  production  improved.  Fines  were  reduced 
as  were  supply  outlays. 

Cost  accounting  relations  among  subdivisions  of  the  PO  are  determined  by  the 
system  of  material  responsibility,  vhich  includes  sanctions  against 
subdivisions  vhich  eire  guilty  of  additional  expenditures  and  losses,  and  the 
policy  is  clearly  determined  for  submitting  complaints  and  making 
reimbursement  for  damage. 

Recently  a  great  deal  of  attention  has  been  devoted  to  changing  over  intra^op 
suODdivisions  to  cost  accounting — sections,  bays,  brigades.  Brigade  cost 
accounting  is  the  best  developed.  At  the  head  plant  it  encompasses  40  percent 
of  the  brigades.  Cost  accounting  of  intrashop  subdivisions  includes 
indicators  for  those  elements  of  the  production  cost  vhich  are  the  main  ones 
and  at  the  same  time  can  be  taken  into  account  in  one  subdivision  or  another. 

There  is  some  fear  that  an  excessive  involvement  in  brigade  cost  accounting 
has  now  begun.  It  is  not  always  espedient  and  not  always.  Pursuing  the  ''cost 
accounting  fashion”  can  only  bring  harm  and  compromise  this  important  method 
of  economic  management.  This  can  be  illustrated  with  the  following  concrete 
example.  The  brigade  assemiblers  of  ZIIr-130  automchile  frames  in  the  press 
facility  consists  of  30  people.  It  is  a  specialized  ^ift  brigade.  The 
brigade  does  not  e>pend  materials — the  frames  are  assembled  from  stamped  and 
prepared  parts;  it  is  impossible  to  plan  expenditures  of  electric  energy  for 
them  and  it  is  not  necessary  since  the  installation  Of  meters  and  the 
organization  of  accounting  are  not  cost-effective;  the  brigade  does  not  use 
instruments  that  wear  out  quickly.  There  is  only  one  item  of  expenditure 
left — wages,  vhich,  naturally,  are  planned  and  acxxunted  for.  Such  a  brigade 
can  be  changed  over  to  cost  accounting  in  name  only. 

The  next  principle  of  economic  work  at  ZIL  is  close  contact  between  economic 
and  technical  services  and  economic  control  of  the  results  of  scientific  and 
technic^al  developments.  All  design  and  technological  administrations  and 
divisions  vhen  introducing  each  innovation  deyelop  and  coordinate  technical 
and  economic  calculations  with  the  economic  service.  Current  design  and 
technological  changes  in  production,  if  they  lead  to  changes  in  production 
outlaid,  must  also  be  accompanied  by  a  calculation  vhich  is  signed  by  the 
deputy  general  director  for  economics.  The  goal  of  the  ^tablishment  of  this 
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policy  is  tx)  link  technical  services  more  closely  to  the  econcmic  tasks  of  the 
association,  on  the  one  hand,  and  to  bring  plant  economists  closer  to 
technical  questions  and  increase  their  influence  on  technical  progress,  on  the 
other. 

Ihe  techniccil  and  eoonamic  services  of  the  association  have  performed  a  large 
oonplex  of  viork  for  passportization  and  certification  of  work  positioi^.  This 
work  began  in  the  association  in  1980.  They  developed  and  ej^jerimentally 
tested  methods  for  calculating  the  technical  and  economic  indicators  of  v/ork 
positions  and  nine  forms  of  passports  for  work  positions  of  production^  ^d 
auxiliary  workers.  The  association  drew  15)  17,500  passports  and  certified 
work  positions  in  vhich  78,700  people  were  ettployed.  There  is  no  question 
about  the  effectiveness  of  the  certification  of  work  positions.  In  our 
association,  vhere  the  technical  supply  for  labor  is  fairly  high  and  the  level 
of  technically  substantiated  norms  is  more  than  90  percent  in  basic  production 
and  about  80  percent  in  auxiliary  productions,  as  a  result  of  this 
certification  1,113  people  were  released. 

Bringing  the  economic  and  technical  services  closer  together  has  made  it 
possible  to  inprove  the  methods  for  technical  and  economic  calculations  of  the 
effectiveness  of  innovations  and  to  avoid  costly  and  ineffective  developments. 
Iftifortunately,  in  many  cases  the  new  technical  equipment  is  not  advantageous 
to  production,  althou^  since  the  i^ril  (1985)  Plenum  of  the  CPSU  Central 
Committee  and  the  June  Conference  in  the  CPSU  Centiral  Committee  concerning 
acceleration  of  scientific  and  technical  progress,  favorable  changes  have 
taken  place. 

There  are  economic  units  in  eill  technical  services.  They  are  administratively 
subordinate  to  the  manager  of  the  corresponding  service,  and  functionally — ^to 
the  deputy  general  director  of  tdie  eissociation  for  econcmics.  Such  are  the 
bureaus  for  technical  and  economic  calculations  of  the  division  for  technical 
preparation  of  production,  the  groups  for  technical  and  economic 
substantiation  of  items  of  the  head  designer's  division,  and  the  economic 
group  of  the  planning  divisicai.  Thus  all  problems  of  economic  management  of 
the  association  are  concentrated  in  the  hands  of  our  service. 

The  economic  service  itself  includes  administrations  j  planning-economic, 
organization  of  labor  and  wages,  financial,  the  legal  division,  the  ASUP 
administration  (coirputer  center) ,  and  the  laboratory  for  econcmics  and 
organization  of  producticm. 

The  specific  features  of  economic  management  of  a  leirge  complex  have  made  a 
certain  iirprint  on  the  structure  of  the  functional  economic  subdivisions.  One 
i^ould  note  such  a  principal  aspect  in  the  economic  management  of  ZIL.  Norm 
setting  for  labor  ejpenditures  in  the  PO  is  handled  by  the  technical  servi^ 
and  its  division  for  labor  normatives,  and  not  by  the  UOnz.  The  division  is 
also  functionally  subordinate  to  the  deputy  director  for  economics.  Labor- 
intensiveness  should  be  the  responsibility  of  technological  subdivisions,  and 
then  its  reduction  will  be  based  on  the  acceleration  of  scientific  and 
technical  progress.  This  is  another  important  lever  for  bringing  technical 
services  of  the  association  in  touch  with  economics.  All  the  other  functions 
of  organizing  labor  and  wages  are  carried  out  by  the  UOnz.  The  results  of 
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redjjcing  labor-intensiveness  ^ow  the  expediency  of  such  an  ^proach:  with  a 
planned  labor-intensiveness  for  the  ZIIr-130  motor  v<diicle  of  149.9  man-hours, 
as  of  1  January  1986  it  was  114.3  man-hours;  and  for  the  ZIL-131  the  figure 
for  140.3  as  compared  to  157.3. 

In  the  organizational  structure  of  the  PEO  [Planning  and  Econcanics 
Administration]  there  is  a  special  section  for  planning  of  plants,  vhich  is 
under  the  jurisdiction  of  one  of  the  deputy  chiefs  of  the  PEU.  Althou^  it  is 
not  large— only  seven  people — it  has  made  it  possible  to  concentrate  all  of 
the  work  with  the  branches  of  the  PO  for  economic  planning  in  one  center. 
Ihis  improves  the  coordinaticmi  and,  on  the  other  hand,  facilitates  contacts 
between  the  branches  and  the  association  staff.  Ohe  other  PEU  divisions, 
apparently,  are  like  many  large  complexes — divisions  for  consolidated  planning 
for  the  association  as  the  vhole  and  the  head  plant,  planning  of  production 
^ops,  auxiliary  i^cps  and  enterprises  of  the  nonindustrial  grotps,  statistics 
and  analysis  of  prices,  and  the  division  for  ASU  PEU  and  the  methodology  of 
cost  accounting. 

So  far  the  ASU  subsystem  of  the  planning  and  economiics  administration 
functions  locally  and  relies  on  its  own  technical  means  and  not  on  a  common 
information  common  center.  With  the  help  of  the  computers  the  develcpment  of 
the  plan  has  been  regularized.  Technical  and  economic  planning  for  the 
association  as  a  vhole  and  for  its  plants  has  been  switched  over  to  the 
computer. 

The  ASU  of  the  planning  and  economics  administration  is  linked  to  the 
association's  computer  center.  From  its  databank  the  PEU  obtains  information 
about  the  products  list  and  the  technological  parameters  of  the  items.  The 
computer  center,  in  turn,  receives  from  the  ASU  FEU  information  about  prices. 
Now  the  link  between  the  ASU  FEU  information  about  prices.  Now  the  link 
between  the  ASU  PEU  and  the  head  computer  is  provided  with  a  magnetic  tape. 
Computer  cxmimrunications  are  needed.  As  software  develops,  the  capacities  of 
the  head  computer  center  and  the  computer  center  of  the  PEU  will  be 
coordinated. 

As  of  today  terminals  have  been  installed  in  almost  all  of  the  divisions  of 
the  PEU.  With  time  we  will  be  able  to  install  personal  ocmputers  and  complete 
the  automation  of  the  work  positions  of  the  economists. 

The  results  of  the  work  of  aniy  production  collective  are  undoubtedly  the 
result  of  an  entire  complex  of  measures  in  the  area  of  improvement  of 
technical  equipment  and  technology,  organization  of  management  and  economic 
work,  technical  reequipment  and  reconstruction.  The  PO  fulfilled  the  plan  of 
the  11th  Five-Year  Plan  ahead  of  schedule  and  sold  168.2  million  rubles'  worth 
of  products  in  excess  of  the  plan.  It  successfully  fulfilled  the  assignment 
for  the  products  list  and  produced  in  excess  of  the  five-year  plan  tens  of 
thousands  of  trucks,  31.1  million  rubles'  worth  of  ^)are  parts,  and  about 
11,000  refrigerators.  The  five-year  plan  for  profit  was  fulfilled  by  110 
percent.  A  large  proportion  of  the  above-planned  profit  was  obtained  as  the 
result  of  improving  product  quality.  Almost  all  makes  of  trucks  are  produced 
with  the  State  Emblem  of  Quality.  Losses  from  defective  work  were  reduced 
during  the  five-year  plan  from  0.73  percent  to  0.62  percent.  Labor 


productivity  exceeded  the  planned  level  1.5-fold  and  the  increase  for  the 
five-year  plan  was  14.5  percent  vfeLle  the  plan  was  for  9.9  percent. 

By  the  end  of  the  12th  Five-Year  Plan  we  shall  have  to  change  over  to  mass 
production  of  diesel  v^icles.  In  addition  to  the  tasks  in  general 

inprovement  of  the  mechanism  for  managing  the  economic  service,  it  will  be 
necessary  to  solve  many  other  concrete  problems  for  reducing  ejqpenditures  on 
the  production  of  new  v^icles. 

Ihe  organization  of  economic  management  of  the  association  or  enterprise 
cannot  be  separated  from  the  economic  mechanism  existing  in  industry  and 

^oiild  be  based  on  it.  As  was  pointed  out  in  Basic  Directions  for  tte 

Economic  and  Social  Develcpment  of  the  USSR  During  1980-1990  and  the  Period 
to  the  Year  2000,  under  the  12th  Five-Year  Plan  all  branches  of  the  economy 
will  be  changed  over  to  the  new  conditions  for  management.  Our  association 
has  been  working  under  these  conditions  since  1  January  1986.  In  this 
connection  we  have  made  changes  in  the  system  of  intrabusiness  cost 

accounting.  Within  the  branches  of  the  association  the  wage  fund  and  the 
material  incentive  funds  are  formed  according  to  stable  normatives,  depending 
on  the  increcise  in  indicators  that  characterize  the  results  of  the  work. 

The  inclusion  among  the  fund-forming  indicators  of  the  one  called  "Fulfillment 
of  the  Plan  for  Deliveries  in  Keeping  With  Agreements,  Orders  and  Contracts" 
was  useful  and  corresponds  to  modem  requirements.  True,  at  the  present  time 
vhen  summing  the  results  of  the  conpetition  within  the  PO  it  is  ejpedient 
to  refrain  from  the  requirements  of  100-percent  fulfillment  of  the  plan  for 
deliveries  under  contracts  vhen  the  failure  to  fulfill  contracts  has  not  been 
the  fault  of  labor  collectives.  For  exartple,  vhen  summing  up  the  results  of 
canpetition  how  can  one  evaluate  a  collective  that  has  fulfilled  the  plan  for 
deliveries  vmder  contract  by  99.95  percent.  With  the  products  list  for 
deliveries  of  several  thousand  parts,  if  this  failure  had  not  been  its  fault? 

In  our  opinion,  the  economic  mechanism  should  not  be  the  same  for  all  branches 
and  industrial  enterprises.  It  ^ould  take  into  account  branch  peculiarities, 
the  type  of  production  (individual,  series,  mass-flow  line) ,  the  sizes  of  the 
enterprises,  and  their  proportion  in  providing  with  the  national  economy  with 
the  products  they  manufacture. 

The  27th  CPSU  Congress  has  set  the  task  of  further  improving  management  of  the 
national  econotty.  In  our  opinion,  it  should  proceed  along  the  path  of 
reducing  the  existing  indicators  and  applying  economic  normatives.  The  main 
thing  is  for  the  economic  normatives  and  methods  of  forming  them  to  create 
conditions  vhereby  the  enterprise  will  be  forced  to  earn  the  money  left  at  its 
disposal  ty  providing  for  hi^  final  results. 

The  financing  of  sinple  and  espanded  reproduction  within  the  framework  of  the 
association  (enterprise)  should  be  organized  on  the  principles  of  self¬ 
financing.  Ejperiments  conducted  at  the  VAZ  and  the  Suny  PO  are  a  step 
forward  in  this  direction. 

htprovement  of  price  setting  is  a  very  important  aspect.  In  order  for  the 
price  to  more  fully  reflect  the  actual  consumer  value  of  technical  equipment 
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(for  exairple,  an  autoamobile) ,  it  would  be  expedient  to  change  the  policy  for 
est^lr^ing  vdiolesale  prices.  It  is  necessary  to  get  away  from  calculating 
the  price  on  the  basis  of  individual  ej^ienditures.  With  the  ej^jenditure 
method  of  price  setting,  the  enterprises  that  end  in  the  best  position  are 
those  with  hi^  production  outlays. 

Hie  proposed  measures  for  ittproving  the  econoamic  mechanism,  can  and  should  be 
refined  or  changed,  depending  on  the  specific  features  of  the  br^ches  aM 
enterprises.  For  successful  introduction  of  the  economic  mechanism  it  is 
necessary  first  and  foremost  to  develop  an  integrated  cono^jt  of  hew  ^e 
economic  mechanism  for  controlling  an  industrial  ente^rise  and  association 
should  finally  look,  to  present  it,  and  from  its  positicais  determine  the  level 
of  readiness  of  production  for  a  graduate  changeover  to  cxstplete  cost 
accounting.  There  is  no  doubt  that  economic  and  management  personnel  must  be 
carefully  train^  for  this. 

In  the  ZIL  PO  an  integrated  ^stem  has  been  created  for  this  xihich  is  head^ 
the  Oouncil  for  Economic  Education.  It  encompasses  all  forms  of  economic 
training,  beginning  with  the  network  of  party  educaticai,  circles  and  schools, 
and  ending  with  the  plant-VHJZ.  A  large  prqportiOTi  of  the  managers  of 
productions  and  sheps  as  well  as  mar^  chiefs  and  foremen  of  sections  and 
diifts  have  gone  through  the  correspondence  form  of  training  in  the  eocaicmics 
d^iartment  of  the  VIUZ.  They  have  added  to  their  basic  engineering-technical 
education  a  second  kind — economic.  Permanent  training  in  this  department  also 
takes  into  account  the  peculiarities  of  the  economic  mechanism  of  ZIL. 
Special  courses  and  seminars  on  cost  accounting,  eoanomic  incentives  and 
others  are  delivered  and  conducted  specialists  of  the  PO.  With  large 
management  and  economic  InnovaticMTS  schools  and  seminars  are  conducted  for 
management  personnel  of  the  head  plant  and  the  branches.  An  entire  series  of 
2-day  and  weeklong  soidnars  was  conducted  in  pr^ering  for  changing  over  to 
the  new  conditions  of  the  management  in  1986.  The  goal  of  these  kinds  of 
training  is  to  reach  a  point  vhere  every  worker  in  the  asscx:iation  knows  the 
meaning  of  the  economic  policy  that  is  being  conducted. 

CDPntEGHT:  Izdatelstvo  "Nauka”,  "Ekonomika  i  organizatsiya  promyshlennogo 

proizvcxSstva",  1986 

11772 
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MANAGEMENT  METHODS  REIATED 

Novosibirsk  EKONCMIKA  I  OEGANIZATSIYA  HOyKSHLENNOGO  ERDIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  jp  26-32 

[Article  by  V.  V.  Novikov,  candidate  of  economic  sciences,  chief  of  the 
planning  and  economics  administration  of  the  association's  Board  of  General 
Directors:  "The  Basic  Method  of  Ifenagement."  The  article  is  a  continuation 

of  the  discussion  of  problems  of  organizing  intraplant  cost-accounting — see 
ERD  No  4,  1981;  No  11,  No  9,  1984;  No  12,  1985] 

[Text]  In  economic  literature  for  dozens  of  years  the  discussion  has  first 
flared  rp  and  then  died  down:  What  is  cost  accounting?  In  our  opinion  the 
essence  of  cost  accounting  is  one  thing:  to  cotpensate  for  ^penditures  on  the 
output  of  products  and  obtain  income  and  profit.  This  concept  lies  at  the 
basis  of  cost  accounting  relations  at  ZIL. 

In  recent  years  less  attention  has  been  given  to  cost  accounting  than  it 
deserves.  Therefore  let  us  turn  attention  to  the  fact  that  cost  accounting 
cannot  be  provided  for  siroply  by  ajpeals,  without  the  proper  normative  base. 
If  we  do  not  have  norms  and  there  is  no  measurement  (this  can  be  called  the 
normative  cost  of  processing,  intraplant  planning-calculation  prices  or 
normative  production  costs)  vAiich  makes  it  possible  to  determine  the  volume  of 
production  and  ejpenditures  on  it  and  then  to  coordinate  these,  then  cost 
accounting  is  nothing  but  an  empty  word. 

We  shall  single  out  four  foundations  on  which  cost  accounting  is  based:  a 
developed  normative  economy;  a  system  of  technical  and  economic  planning;  the 
availability  of  methods  for  accounting  for  and  analyzing  economic  activity;  a 
system  of  material  incentives  and  material  responsibility  for  the  results  of 
labor. 

Normative  Eoononry 
This  includes: 

a  list  of  parts,  components  and  items  produced  by  the  subdivisions  of  the 
association's  basic  production; 

a  list  of  purchased  semimanufactured  products  and  items; 
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the  cxjrrposition  of  items,  vinits  and  cxstponents  (assembly  schedules) ; 

technological  routes  for  the  manufacture  of  products  of  production 
subdivisions  of  the  associations; 

part-by-part  norms  for  the  expenditure  of  basic  materials; 

operation-by-operation  norms  for  the  expenditure  of  time  and  wages  (for 
workers  with  piece-rate  and  time-rate  payment) ; 

a  list  of  vholesale  prices  and  the  normative  net  output  of  the  association  for 
products  of  the  association; 

a  price  list  of  planning  and  calculation  prices  and  normative  net  outputs  of 
subdivisions  for  their  products; 

price  lists  of  retail  prices,  vtoolesale  prices  and  planning-calculation  prices 
for  purchased  seniimanufactured  products  and  the  item,  materials  and  wastes. 

The  corresponding  services  submit  the  normative  information  to  the  coirputer 
center.  The  computer  center  regularly  makes  adjustments  in  the  normative  as 
confirms  that  it  is  in  working  condition.  Additionally,  a  number  of  normatves 
are  created  and  introduced  directly  into  the  functional  services  of  the 
association  vhich  have  the  corresponding  electronic  and  organizational 
eguipment. 

System  of  Technical  and  Economic  Planning 

Why  are  we  devoting  so  much  attention  to  this?  This  is  quite  justified.  let 
us  consider  two  methods  of  control:  system,  vhen  the  balanced  plans  are  drawn 
i:ip  ahead  of  time,  and  nonsystem,  vhen  adjustments  and  corrections  of 
shortcomings  in  the  plan  are  made  by  nonsystem  methods  of  prescriptions, 
instructions  and  so  forth.  If  the  plan  is  poorly  drawn  up,  it  will  change  and 
require  an  immense  number  of  disposition  documents  in  order  to  correct  it. 
And  the  subdivision  loses  its  point  of  reference.  Is  it  necessary  to  fulfill 
the  plan?  Is  it  not  possible  to  adjust  it?  Is  it  not  possible  to  obtain 
remuneration  with  a  small  underfulfillment  of  the  plan? 

Our  plans  eis  a  rule,  are  stable.  Adjusting  them  is  an  exception  to  the  rule. 
But  in  addition  to  adjustment  there  are  changes  in  plans  that  are  related  not 
to  requests  frcm  the  shops  and  plants,  but  to  a  reduction  of  the  output  of  a 
particular  item  or  to  the  fact  that  an  associated  enterprise  has  violated  an 
agreement  and  the  output  of  products  has  to  be  taken  on  by  the  enterprise 
itself  or  there  C3an  eilso  be  a  change  in  the  plan  made  by  the  ministry.  We 
allow  changes  in  the  plan,  but  not  a  change  "for  its  own  sake."  And  eilso  \«hen 
there  is  a  change  in  the  output  plan  there  xtoist  be  a  change  in  the  planning 
indicators  for  labor  productivity,  labor  expenditures  and  so  forth. 

All  subdivisions  submit  to  the  Board  of  General  Directors  tentative  plans  for 
the  year  and  longer  periods.  This  enables  the  plants  administration  to  better  x 
take  into  account  the  concrete  peculiarities  and  conditions  for  the  work  of 


the  suibdivlsicms  and  also  to  give  the  management  of  the  subdivisions  a  taste 
for  ecxancjmaic  substantiations  of  decisions  that  are  made  and  also  motivates 
them  to  search  for  and  utilize  internal  reserves.  The  substantiation  of  the 
plans  is  also  increased. 

The  normative  base  is  the  same  for  operational-production  and  technical- 
economic  planning.  The  calculation  of  the  indicators  of  output  for  the 
subdivisions  of  "the  basic  production  is  done  on  the  basis  of  part-by-part 
counting,  based  on  a  program  establii^ed  for  tiie  production  association.  The 
commodity  list  of  the  shop  (plant) — parts,  cortponents,  units  and  engines 
produced  by  the  subdivision— is  used  as  a  products  list  for  the  plan.  The 
items  vhioh  the  plant  manufactures  to  assemble  itself  are  not  included  in  the 
production  volxane.  Since  1977  the  entire  association  has  been  working  on 
totals  printouts.  Using  ocnpiters  we  ”^read  out”  the  planned  quantities  of 
motor  vehicles  alc«ig  the  technological  chain  and  we  obtain  two  types  of  totals 
printouts: 

"The  production  plan"  (it  contains  information  about  the  planned  volume  of 
output  for  all  the  b^ic  positions  in  all  the  required  measurements — 
vholesale,  planning-calculation  prices  and  normative  net  output) ;  and  "part- 
by-part  plan"  contains  a  deciphering  of  the  total  positions  of  the  plan  in  a 
list  of  the  individual  parts) .  We  have  become  accustomed  to  working  from 
totals  printouts. 

The  planning  indicators  for  labor  are  calculated  according  to  generally 
accepted  methods.  Here  the  labor-intensiveness  of  the  production  program  and 
the  proportional  wage  fund  for  piroduction  workers  are  also  calculated  on 
computers  and  the  oorres^nding  totals  are  printed  out. 

Organization  of  Accounting  and  Analysis  of  Cost  Accounting  Indicators 

Accounting  for  expenditures  and  calculating  the  output  of  the  basic  production 
in  all  the  subdivisions  of  basic  production  in  the  association  are  done 
according  to  the  normative  method.  Thus  the  output  of  a  subdivision  is 
calculated  according  to  the  actual  shop  production  cost,  including 
sernimanufactured  products  from  other  shops  and  plants  of  the  association  at 
planning-calculation  prices.  At  all  plants  of  the  association  the  accounting 
is  done  by  plant  bookkeepers  under  a  centralized  policy.  Additionally,  we 
have  centralized  bookkeeping  of  nonindustrial  branches  of  the  economy. 

In  terms  of  the  bookkeeping  system  and  accounting  Moscow  plants  of  the 
association  are  equal  to  facilities  and  shcps  of  the  head  plant,  and  plants  in 
other  cities  are  represented  in  the  main  bookkeeping  balance  with  a  reduced 
number  of  items.  In  order  to  carry  out  certain  strictly  determined  financial 
operations,  subsidiary  special  loan  and  current  accounts  are  opened  up  for  the 
plants  in  local  divisions  of  the  Gosbarik.  Accounts  between  the  branch  plants 
and  the  head  plant  are  kept  without  submitting  accounts  to  the  Gosbank.  A 
r^)ort  on  the  results  of  the  econcradc  activity  of  the  subdivisions  is 
submitted  in  consolidated  forms.  C3ost  accounting  indicators  of  all  production 
subdivisicais  of  the  association  are  analyzed  according  to  the  results  of  the 
work  for  the  month.  initially  the  analysis  is  conducted  by  the  corresponding 
^op  services,  and  then  by  the  functional  services. 
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The  System  of  C3ost  Accounting  Indicators 

Our  principle  is  to  establish  for  the  subdivision  those  indicators  viiich  are 
established  for  the  association.  Under  the  conditions  of  an  association  as 
lasrge  as  ours,  this  is  cortpletely  jvistified.  Of  course  these  indicators  can 
be  revised  and  augmented  within  the  association.  Thus  several  years  ago  we 
planned  an  indicator  of  profit  for  all  the  subdivision .  But  we  beg^  to 
encounter  cases  vhere  the  indicator  of  profit  was  fulfilled  but  ej^jenditures 
were  incareased.  without  waiting  for  changes  in  the  intrabranch  system,  we 
changed  over  to  planning  the  production  cost  as  a  basic  indicator  for  the 
subdivisions.  But  the  indicator  vhich  we  establish  as  the  basic  one  for  the 
subdivisions  should  be  decisive  for  the  entire  association  as  well. 

If  the  normative  net  output  were  establi^ed  for  our  association  we  would  have 
created  methods  and  informed  the  subdivisions  of  the  normative  net  output. 
Now  we  have  xmderstood  that  this  indicator,  although  it  created  an  immense 
amount  of  additional  work,  produced  no  effect.  If  administrative  and 
management  espenditures  are  established  for  the  association,  we  established 
them  for  the  various  facilities.  let  us  consider  the  basic  groups  of  cost 
accounting  indicators. 

1.  C3ost  accounting  evaluation  indicators  of  the  basic  production  and 
facilities,  shops  of  the  head  plant,  and  branch  plants. 

Fund  forming:  product  sales,  production  costs,  labor  productivity. 

Mandatory  conditions  for  bonuses:  fulfillment  of  the  plan  for  the  production 
of  the  most  important  kinds  of  products  (trucks,  spare  parts  for  r^)air  and 
operating  needs,  components  and  parts  for  batching  and  cooperation), 
cooperative  deliveries  of  blank  pieces,  the  provision  of  spare  parts 
indicated  in  the  products  list  according  to  the  name  on  the  list. 

Adjustment  indicators:  the  quality  of  products  produced,  the  fulfillment  of 
the  plan  for  product  sales  under  agreements  and  deliveries,  the  fulfillment  of 
the  indicator  of  the  rhythm  of  release  of  spare  parts,  evaluation  of  the 
cleanliness  and  cultvire  of  production,  the  result  of  the  espenditure  of  the 
wage  fund,  the  fulfillment  of  the  plan  for  profit  and  production  of  losses, 
the  ratio  between  the  growth  and  labor  productivity  and  the  average  wages,  the 
fulfillment  of  the  plan  for  spare  parts  and  oocperation  in  the  prxxJucts  list. 

Additional  indictors:  observance  of  the  estimates  of  espenditures,  the  lack  of 
an  increase  in  fines  from  the  beginning  of  the  year  as  compared  to  the 
corresponding  period  of  the  last  year,  the  lack  of  idle  time  of  assembly 
conveyors,  the  availability  of  unsubstantiated  above-normative  sullies  of 
commodity  and  material  values,  and  the  fulfillment  of  the  plan  for  processing 
scrap  metal  and  ferrous  metal  wastes. 

2.  Cost  accounting  indicators  of  shops  for  auxiliary  production. 

Depending  on  the  nature  of  the  influence  on  the  final  results  of  the  operation 
of  the  association,  the  ^ops  of  auxiliary  production  are  subdivided  into  two 
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grcfups.  Material  incentives  for  some  are  provided  according  to  individual 
indicators  of  the  work  of  the  subdivision  (instrument,  repair-mechanic  and  so 
forth) .  Material  incentives  for  others  depend  on  the  results  of  the  work  of 
the  association  as  a  vhole  and  the  fulfillment  of  mandatory  conditions  for 
bonuses  (energy,  transportation  and  so  forth) .  In  auxiliary  production  shops 
for  the  material  incentive  fund  is  formed  d^ending  on  the  fulfillment  of  the 
plan  for  the  cost  accounting  indicators  that  are  planned  for  them,  they  use 
the  same  range  of  indicators  eis  are  planned  for  the  ^ops  and  facilities  of 
basic  production  and  the  branch  plants. 

A  stable  normative  base  of  ^qps  of  auxiliary  production  is  provided  through 
the  development  of  long-range  price  lists  that  are  conducted  according  to  the 
groi^  or  individual  principle.  We  have  price  lists  for  stamps  for  hot 
stamping,  stamps  for  cold  stamping,  and  normals  press-forms,  adapters, 
cutting,  subsidiary  and  measurement  mechanized  instruments,  metal  forming  and 
wood  forming  instruments,  items  and  services  of  the  repair-mechanics  and 
electrical  mechanic  shops,  containers,  fittings  and  hoisting  operations. 

3.  Cost  accounting  indicators  for  administrations,^  divisions  ard  services. 

In  our  opinion,  cost  accounting  should  be  mandatory  for  line  subdivisions 
(^ops)  vhere  all  ejpenditures  are  actually  made  and  also  functional  ones. 
Ihe  b^ic  exes  include  the  fulfillment  of  the  plan  in  terms  of  the  most 
important  technical  and  economic  indicators  for  the  association.  Otherwise 
workers  of  the  functicaial  service  would  receive  no  bonuses  at  all.  Each 
functional  service  has  its  own  fund  adjusting  indicators,  for  example,  the 
expenditure  of  the  wage  fund  has  beexme  a  general  indicator.  For  the  sales 
administraticai  we  have  established  the  indicator  of  the  fulfillment  of  the 
plan  for  product  sales  in  keeping  with  agreements,  schedules  and  orders  that 
have  been  concluded. 

Ihe  majoritY  of  the  functional  seirvices  have  established  for  them  the 
indicator  of  the  fulfillment  of  the  estimated  expenditures  on  maintaining  the 
administration  (divisicai).  For  the  head  metallurgist's  administration  toey 
also  take  into  acxxunt  losses  from  defective  work  and  for  the  technological 
administration — ^the  fulfillment  of  assignments  for  reducing  labor- 
intensiveness.  Ihe  head  energy  engineering  servicje  has  as  additional 
indicators  the  continuitY  of  the  provision  of  all  kinds  of  energy  for  "^e 
plant,  the  observance  of  estimates  of  expenditures,  and  the  lack  of  idle  time 
cai  the  cxxnv^or  for  \hich  the  service  is  responsible.  certain  subdivisions 
are  also  awarded  bonuses  in  the  event  of  the  fulfillment  of  the  plan  for  new 
technical  equipment,  scientific  research  work  and  experimentail  design  work. 

4.  cost  accounting  indicators  for  supply  administrations. 

Functional  cost  accounting  has  been  most  fully  developed  in  the  work  practi(^ 
of  supply  administraticaTS.  Here  the  collectives  receive  half  of  their 
remunerations  in  the  event  of  the  fulfillxment  of  planned  indicators  by  the 
association  and  half  for  the  fulfillment  of  their  own  plans.  Thus  a 
large  remuneration  is  received  both  for  good  supply  and  for  commercial  work. 
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The  System  of  Material  Incentives  and  Material  Responsibility 

In  our  association  this  ^stem  basically  coincides  with  the  branch  system.  It 
is  effective  but  extremely  ooitplicated.  There  is  an  immense  number  of 
indicators.  Branch  agencies  have  tried  to  attach  to  cost  accounting  the 
cleanliness  in  the  work  position,  the  organizational  and  technical  plan,  ctfid 
the  culture  of  production,  which  is  extremely  questionable.  The  very  meaning 
of  the  bonias  is  lost  and  the  worker  does  not  underst^  vhy  he  has  received 
it.  This  is  probably  vhy  people  are  more  interested  in  how  much  they  receive 
and  not  vhat  it  is  for.  Because  of  the  large  quantity  of  indicator,  it  is  in 
ar^  case  impossible  to  e}q>lain  the  latter.  I  think  that  theorists  ^ould 
discass  these  questions.  So  far  we  are  receiving  frcm  the  high^ 
organizaticans  rigid  instanicticmis  and  a  s^tem  of  material  incentives  that  is 
confused  by  an  immense  numiber  of  indicators.  Therefore  the  calculation  of  the 
bonus  itself  is  also  complicated. 

Only  engineering  and  technical  perscamel  and  emplcyees  receive  material 
incentives  for  cost  accounting.  The  workers  receive  nothing  or  extremely 
little  (in  the  brigades) .  Of  course  their  bonuses  aae  much  larger  than  those 
of  other  categories  of  workers,  but  they  come  frcm  the  wage  fund  for  two 
indicators — overfulfillment  of  output  norms  and  product  quality.  Cost 
acoounting  interest  as  such  is  eliminated.  It  appears  only  in  the  brigades. 
I  think  that  there  is  no  need  to  considerably  increase  the  bonuses  themselves, 
but  it  is  necessary  to  link  them  to  cost  accounting. 

Material  responsibility  is  manifested  in  the  withholding  of  bonuses  and  the 
application  of  fines  and  cxmplaints.  The  results  of  the  economic  activity  of 
the  structural  subdivisions  are  affected  ty  harm  caused  to  the  asscoiation  for 
failure  to  fulfill  the  plan  for  deliveries  of  products  and  the  delivery  of 
incomplete  sets  of  prcxJucts  to  outside  consumers;  the  failure  to  relea^  scxap 
metal;  technical  underloading  of  railroad  cars;  the  failure  to  fulfill  the 
plan  for  ^ipments  and  changes  in  the  point  of  destination;  idLe^  time  of 
railroad  cars  and  containers  belonging  to  the  Ministry  of  Railways  in  ^cass 
of  the  established  norm;  late  return  of  circulating  (recyclable)  oonteiners; 
the  delivery  of  poor-cjuality  produces;  the  overexpenditure  of  limits  and 
estimated  allocations;  and  the  existence  of  norprcduchive  expenditures. 

The  changeover  to  the  new  conditions  of  management  provide  even  greater 
incentive  for  the  work  of  economists  in  the  area  of  cost  acxounting.  The 
greatest  interest  is  evoked  by  the  formaticxi  of  material  incentive  funcis  for 
production  xanits  of  the  asscoiation  and  basic  producticpn  shops  of  the  h^d 
plant,  depending  on  the  growth  rates  of  labor  productivity  and  the  reduction 
of  prcduction  costs,  and  also  the  normative  methcxJ  for  the  formation  of  the 
wage  fund  for  them. 
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ASSOCIATION'S  BOOKKEEPING  SERVIOE  DESCRIBED 

Ncfvosibirsk  EKONCMKA  I  ORGANIZATSIYA  FROMZSHIENNOGO  ERDIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  32-37 

[Article  by  V.  I.  Sidorov,  head  bookkeeper:  "The  Association's  Bookkeeping 
Service"] 

[Text]  With  the  increased  significance  of  intensive  factors  in  economic 
development,  there  is  also  an  increase  in  the  role  of  bookkeeping;  its  volume 
is  increasing  and  its  tasks  are  becoming  more  complicated.  Ihe  fulfillment  of 
modem  demands  made  on  the  service  for  bookkeeping  and  control  over  production 
and  economic  activity  in  the  association  predetermined  the  organizational 
structure  and  work  methods  of  this  service  at  ZIL. 

The  service  for  bookkeeping  and  control  in  our  association  includes: 

the  division  of  accounting  for  production  and  calculation  of  expenditures; 

the  division  of  interrelations  with  branch  plants; 

the  division  for  consolidated  accounting  and  the  balance; 

the  enlarged  accounting  division  (for  accounts  with  workers  of  the 
association) ; 

the  revision  and  methodological  division; 

centralized  bookkeeping  for  accounting  for  nonindustrial  businesses  and 
sociocultur^  institutions. 

In  the  sphere  of  production  bookkeeping  at  the  ZIL  is  decentralized  except  for 
accounts  for  wages  of  workers  and  errployees.  My  personal  opinion  is  that  in  a 
large  association  or  at  a  large  enterprise  centralization  of  bookkeeping  is 
inpossible  or  inexpedient.  Let  tis  take  the  head  plant.  There  are  about  80 
bookkeeping  offices  here- — each  one  has  a  production  facility  and  shop.  In  the 
facilities  they  have  created  bookkeeping  subdivisions  at  the  level  of 
bookkeeping  bureaus,  and'  in  the  ^ops — at  the  level  of  groips.  To  remove 
bookkeeping  workers  from  production  means  to  remove  them  from  initial 
information  vhich  is  generated  locally.  In  addition  to  the  head  plant  we  have 
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16  branch  plants,  of  vfliich  14  are  cperating  and  two  are  under  construction. 
They  are  all  probation  vmits  with  an  inccraplete  balance  and  operate  on  the 
basis  of  intrabusiness  accounting.  If  we  were  to  centralize  booWceeping  we 
would  undermine  the  effectiveness  of  the  intraproduction  cost  accounting. 
CJost  accounting  should  rely  on  bookkeeping  and  have  the  same  indicators.  Only 
then  is  it  possible  to  evaluate  dojectively  the  results  of  the  production  and 
econcmic  activity  of  the  subdivisions  and  enterprises. 

But  we  have  centralized  booWceeping  subdivisions  of  nonindustrial  businesses 
and  sociocultural  institutions  in  order  to  strengthen  accounting  and  control 
functions  in  these  small  and  isolated  organizations  vhich  are  on  the  books  of 
the  ZIL  and  to  provide  them  with  qualified  personnel.  We  are  speakli^  atout 
kindergartens  and  day  nurseries,  boarding  schools,  rest  hemes,  dormitories, 
housing  and  so  forth. 

The  production  facilities  of  the  head  plant  are  under  the  same  cost  accounting 
conditions  as  the  branch  plants.  The  only  difference  is  that  they  do  not  have 
any  ■  caxrrent  accounts  in  the  state  bank  or  subsidiary  special  accounts  for 
commodity  and  material  values.  Otherwise  their  activity  is  arranged  on  the 
same  principles  of  material  responsibility  and  material  incentives  as  the  work 
of  the  branch  plants  is.  And  in  terms  of  the  number  of  workers  many  of  these 
facilities  of  the  head  plant  even  exceed  the  branch  plants. 

All  the  bookkeeping  services  of  the  branch  plants  and  production  facilities  of 
the  head  plant  have  direct  ties  with  the  services  of  the  planning  and 
dispatcher  subdivisions.  This  is  reflected  in  the  fact  that  the  data  from 
(perational  accounting  vhich  is  carried  out  by  one  or  another  planning- 
dispatcher  bureau  fulfilling  the  plan  according  to  the  products  list, 
production  volumes,  and  the  movement  of  parts,  blank  pieces  and  groups  of 
equipment  are  utilized  in  the  system  of  bookke^ing.  Ihe  movement  of  prepared 
parts,  ccaiponents  and  sets  of  units  along  the  technological  chain  to  be 
reflected  in  this  system  is  documented  by  an  "avizo” — a  notification  from  the 
manufacturing  subdivision  of  a  change  in  the  condition  of  mutual  accounts  with 
the  consumer  subdivision.  If,  say,  a  press  facility  sends  to  the  forging 
production  parts  for  assembling  cabs,  it  reflects  them  in  its  bookkeeping 
accounts  as  esqjenditures  and  issues  and  "avizo.”  The  forge  production,  \^en 
receiving  the  parts  or  ccoonponents,  includes  them  in  its  system  of  bookke^ing. 

B(X»kkeeping  at  ZIL  is  kept  on  the  basis  of  normatives.  Each  deviation  from 
the  norms  is  reflected  in  the  bookkeeping  document.  Let  us  say  that  the  wroi^ 
profile  of  metal  has  been  delivered:  instead  of  having  a  diameter  of  48  mm  it 
has  one  of  50  mm.  Ihe  parts  need  additional  processing.  The  corresponding 
permit  is  filled  out  by  the  management  for  additional  e^^jenditures — an  order 
for  additional  labor  expenditures  and  wages.  The  requirements  for  additional 
material  values  are  entered  into  a  blank  form  with  a  red  line.  Because  of 
these  documents  not  a  single  deviation  from  the  normative  goes  lannoticed,  and 
the  attention  of  the  managers  is  focused  on  them.  In  order  to  incarease 
bookkeeping  control  over  the  observance  of  normatives  of  e>5)enditures,  in  the 
forms  for  lower-level  booWceeping  we  have  introduced  infontation ;  concerning 
deviations.  This  comes  from  all  subdivisions  to  the  deputy  head  bookkeeper 
vho  is  at  the  same  time  the  chief  of  the  division  for'  accounting  and 
calculation  of  e}5)enditures. 
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It  shoiild  be  stipvilated  that  not  everything  has  been  arranged  ideally  yet. 
The  work  on  iirproving  normative  methods  of  accounting  is  continuing.  One  must 
say  frankly  that  the  production  subdivisions  of  our  association,  as  at  other 
enterprises  and  in  other  branches,  are  not  interested  in  achieving  above-plan 
savings  on  expenditures  because  of  the  fact  that  the  assignments  for  reducing 
the  production  costs  in  the  majority  of  cases  are  based  on  the  level  that  has 
already  been  reached.  There  are  also  blank  ^ces  in  the  normative  methods  of 
accounting  themselves  because  of  the  lack  of  instruments  of  control  and 
measurement  and  the  inadequate  qualifications  of  the  workers.  For  information 
is  generated  in  the  work  positions  and  a  good  deal  depends  on  the  lower-level 
workers  vflio  fill  out  the  initial  documents.  These  and  other  factors  iitpede 
the  development  of  progressive  methods  of  accounting  and  to  some  degree 
explain  vAiy  for  marQr  decades  the  introduction  of  normative  accountirg  in  the 
country  has  been  proceeding  at  inadequate  rates.  But  still  we  are  convinced 
from  our  own  experience  that  its  development  contains  a  great  possibility  of 
streamlining  and  saving  on  ejqpenditures. 

i 

The  bookkeeping  administration  works  in  close  contect,  on  a  unified 
methodological  basis,  with  the  planning  and  economics  acMnistration.  Before 
introducing  any  indicator  into  intrabusiness  accounting  we  jointly  determine 
the  possibility  of  accounting  for  the  results  according  to  this  indicator. 
Unwavering  observance  of  this  principle  contributes  to  increasing  the 
effectiveness  of  cost  accounting. 

Our  services  are  jointly  searching  for  ways  for  planning  and  accounting  for 
indicators  of  brigade  cost  accounting.  Especially  great  difficulties  appear 
in  norm  setting,  planning  and  accounting  for  material  ej^jenditures  for  the 
various  brigades.  Material  expenditures  can  be  planned  and  taken  into  account 
vihen  the  brigade  or  subdivision  has  a  closed  production  cycle.  But  if  it  does 
not,  there  will  be  no  information  about  planned  and  actual  expenditures 
because  we  develop  our  normatives  for  ej^senditures  in  terms  of  the  final 
product.  Therefore  it  seems  to  me  that  there  is  no  need  to  be  in  any  hurry 
with  mass  changeover  of  brigades  to  cost  accounting  taking  material 
e5^)enditures  into  account.  It  is  necessary  to  think  of  measures  for  reliable 
accounting  for  their  cost  accoxmting  activity.  Otherwise  the  changeover  to 
cost  accounting  will  be  superficial  in  nature.  In  our  association  the 
brigades  working  ^3nder  conditions  of  cost  accounting  are  mainly  all- 
encorrpassing  brigades  of  procurement  productions  that  produce  products  that 
are  final  for  them — casting,  forged  pieces  and  so  forth,  for  vhich  there  are 
normatives  of  expenditures. 

Bookkeeping  is  made  difficult  by  the  immense  number  of  additional  indicators 
and  systems  of  incentives.  Five  years  ago  the  form  12 -SN,  "Report  on  the 
Fulfillment  of  Norms  and  Assignments  for  Average  Reduction  of  Norms  for 
Eiqpenditure  of  Raw  and  Processed  Ifaterials,"  consisted  of  10  pages,  and  now  it 
has  240  pages! 

Incentive  systems  are  grouting  like  mushrooms  after  a  rain.  The  amounts  of 
bonuses  in  many  of  them  constitute  a  miserly  proportion  of  the  amounts  of  "^e 
material  incentive  funds  but  they  create  great  difficulties  in  calculating 
wages.  We  have  more  than  100  kinds  of  payments  and  bonuses — there  are  not 


26 


enou^  figures  in  the  mechanized  ^stem  for  calculating  wages.  Some  figures 
have  to  be  combined.  And  even  the  two-digit  code  has  turned  out  to  be 
inadequate.  It  has  been  necessary  to  changeover  to  a  three-digit  one. 

We  have  tried  to  draw  attention  to  the  solution  to  this  problem  from  the  USSR 
State  Omimittee  for  Labor  and  Social  Problems  and  the  Ministry  of  Finance,  and 
we  have  suggested  methods  that  make  it  possible,  from  our  point  of  view,  to 
unify  and  simplify  calculations  and  facilitate  the  work  of  booWdceeping 
services.  Our  proposals  have  not  been  accepted  so  far  and  we  essentially  do 
not  know  vhy.  The  differences  in  the  sums  of  the  average  earnings  calculated 
by  the  methods  we  have  preposed  and  the  complex  differentiated  calculations  we 
have  used  have  turned  out  to  be  less  than  a  ruble.  So  is  it  worthsdiile  to 
make  a  fuss  about  the  calculations?  They  must  be  simplified!  ^  The  next 
important  aspect  of  the  work  of  the  bookkeepii^  service  is  stepping  up  the 
protection  of  socialist  property.  In  all  subdivisions  of  ZIL  there  are  lists 
of  goods  that  are  in  especially  ^ort  supply— material  values  vMch  arc 
inventoried  each  month.  Preventicai  and  efficient  disclosure  of  losses  make  it 
possible  to  take  measures  quickly. 

Of  course  it  is  not  only  the  bookkeeping  office  that  engages  in  this  work. 
Warehousing  is  being  strai^tend  out  at  the  ZIL.  Automated  warehouse 
complexes  have  been  created  and  centralized  circular  shipment  of  material 
resources  to  the  shops  and  productions  has  been  organized  on  the  basis  of 
normative  needs  for  products.  But  we  still  do  not  have  enough  warehouse 
space.  Seme  cargoes  are  still  stored  out  in  open  areas.  Therefore  we  have 
accelerated  handling  and  created  operations  groups  of  guards  vho  have 
organized  24-hour  guarding  and  sipervision  of  the  storage  of  ca^o  out  in  open 
spaces.  The  system  of  bookkeeping  and  control,  for  its  part,  is  contributing 
to  increasing  the  preservation  of  resources. 

We  have  an  inspection  groip.  Although  it  is  small  and  not  fully  staffed,  once 
every  2  years  it  conducts  an  inspection  of  each  subdivision.  Unfortunately, 
the  question  of  staffing  this  groip  is  critical.  There  is  no  special  training 
for  inspection  personnel  in  the  country.  Where  do  we  find  them?  The  more  so 
since  the  occupation  of  the  inspector  is  not  prestigious.  After  all,  his  task 
is  to  reveal  ^ortcemings.  He  frequently  becomes  the  object  of  ridicule  from 
those  against  vhom  legitimate  complaints  are  made.  Moreover  the  work  involves 
traveling  to  various  branch  plants. 

A  personnel  Portage  is  being  felt  in  other  bookkeeping  subdivisions  as  well. 
In  the  ZIL  Association  there  is  a  shortage  of  20  bookkeepers.  At  the  Yartsev 
Plant  it  was  necessary  to  bring  a  bookkeeper  in  from  another  dalast.  And  even 
in  Moscow  the  situation  is  no  better.  Colleagues  from  mary  Moscow 
organizations  call  me  requesting  assistance  in  finding  a  bookkeeper — ^the 
furniture  factories,  the  automotive  enterprises  and  others. 

Workers  in  bookkeeping  offices  are  placed  in  unequal  conditions  with  respect 
to  wages  as  compared  to  the  planning,  financial  and  other  economic  services, 
not  to  mention  the  technical  ones. 

When  certi^ing  young  specialists  graduating  from  the  economics  faculty  of  our 
plant-VTUZ  we  asked  the  question:  "Would  you  not  like  to  work  as  a 
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booKtoeqper?"  Uie  simple  answer:  "No!”  "Why?"  "There  is  less  pay  and  more 
work."  Students  of  the  plant-VHJZ  become  well  aware  of  this  durii^  the 
process  of  production  practice.  As  a  result,  during  1981-1982  2l  specialists 
from  the  plant-VIUZ  were  placed  in  the  bookkeeping  service,  and  only  four 
remained,  of  vfticm  two  are  working  as  inspectors  and  have  a  salary  at  the  level 
of  economists.  They  are  working  out  the  mandatory  period  after  graduating 
fccm  the  VTUZ,  and  according  to  their  ^plication,  they  will  leave,  since  they 
have  numerous  opportunities  in  other  economic  services. 

Recently  measures  have  been  taken  for  regulating  the  wages  of  head 
bookkeepers.  But  ■Oiis  does  not  solve  all  the  problems.  The  USSR  State 
Committee  for  Labor  and  Social  Problems  and  the  USSR  Ministry  of  Finance  ira^t 
taken  into  account  the  work  of  other  workers  in  the  bookkeeping  offices,  vhich 
is  becoming  increasingly  more  conplicated,  and  also  the  di^rcportions  that 
arise  in  the  payment  for  their  labor,  and  they  must  recti^  the  situation  ttot 
has  been  created.  Why  am  I  writing  about  this?  Because  the  bookkeeping 
services  are  left  without  skilled  personnel.  We  all  see  the  announcements 
"Bookkeeper  Needed."  The  bookkeeping  offices  are  hap^  to  have  any  lOth-grade 
girl  to  fill  in.  Soon  bookkeepers  will  be  entered  in  the  "red  book."  With 
the  way  things  are  the  problem  of  staffing  bookkeeping  services  with  qualified 
personnel  cannot  be  solved.  Sooner  or  later  it  would  be  necessary  to 
recognize  this  position  as  a  more  responsible  one  and  eliminate  the 
di^roportions  in  the  wages. 

It  seems  to  me  that  there  is  a  siitple  solution:  to  extend  to  bookkeepers  the 
existing  provisions  concerning  an  additional  payment  of  30  percent  of  the 
wages  for  ocnbining  the  duties  of  absent  workers,  vhidh  would  contribute  to 
iitproving  the  quality  and  efficiency  of  accounting.  Bookkeeping  and  control 
are  weakened  because  of  the  shortage  of  qualified  bookkeepers,  and  the  values 
that  are  lost  are  much  greater  than  the  wages  that  are  saved. 

Increasing  the  prestige  of  bookkeeping  also  involves  mechanization  and 
automation  of  the  procedures  of  bookke^ing  accounting  and  control. 
Ikifortunately,  many  bookkeeping  procedures  are  done  ky  hand.  We  have  made 
suggestions  to  the  associaticai's  caiputer  center,  but  they  do  not  have  enou^ 
qualified  programmers  for  bookkeeping,  and  our  suggestions  have  not  yet  been 
fully  realized.  So  we  ourselves  also  have  something  to  think  about  and  to 
work  on  in  order  to  Increase  the  effectiveness  of  bookkeeping  and  control. 

CX)P5®IGHr:  Izdatelstvo  "Nauka",  "Ekoncmika  i  organizatsiya  prortyshlennogo 
proizvodstva",  1986 
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DIRECTOR  OF  SMOLENSK  RIANT  INTERVIEWED 

Novosibirsk  EEQONCMnCA  I  ORGRNI2aTSIYA  ITOM^ailENNOGO  ERDI^^  (EKO)  in 
Russian  No  10,  Oct  86  pp  38-43 

[Interview  with  V.  T.  Otrokhov,  director  of  the  Smolensk  Plant  for  asseatiblies 
of  the  ZIL  Production  Association,  candidate  of  technical  sciences:  "Together 
or  Alone?”] 

[Text]  [Question]  Vladimir  Petrovich,  you  were  in  charge  of  an  independent 
enterprise  for  14  years  and  have  managed  a  branch  for  maiy  years.  You  have 
had  the  opportunity  to  compare  and  evaluate  vhich  is  better — ^together  or 
alone? 

[Answer]  The  problem  of  the  position  of  the  branches  as  parts  of  the 
production  association  is  extremely  multifaceted.  And  I  think  that  the 
psychological  aspect  has  always  played  and  will  continue  to  play  a  certain 
role  in  the  evaluation  of  the  situation.  You  will  agree  that  it  is  not  so 
easy  for  the  director  of  an  enterprise  to  let  go  of  his  independence  in 
management.  But  it  is  not  only  a  matter  of  this,  not  only  the  feelings  and 
emotions  of  the  manager  must  be  taken  into  account,  and  it  is  not  only  on 
these  that  the  attitude  toward  the  status  of  the  branches  depends.  In  the 
final  analysis,  for  every  sensible  manager  the  main  thing  ^ould  be  the 
expediency  of  the  organizational  transformations.  This  is  vhat  forms  the 
final  evaluation. 

During  these  years  I  have  had  occasion  to  observe  how  associations  appeared, 
were  organized  and  declined,  and  then  were  created  again  in  a  new  form.  Like 
the  planets,  they  have  appeared  in  the  sky,  then  disappeared,  then  reappeared. 
Among  them  are  ones  vhich  have  been  ones  vhich  are  obviously  weak, 
artificially  created  only  to  maintain  the  branch  or  territorial  frameworks. 
Enterprises  that  have  ended  up  in  a  production  complex  have  sometimes  had 
nothing  in  common  with  each  other,  either  in  terms  of  output  or  in  terms  of 
technology.  Naturally,  such  associations  could  not  survive  and  so  they 
disintegrated.  There  were  also  associations  for  the  managers  operated 
according  to  the  principle  of  developing  the  head  plant  above  all.  In  these 
cases  the  branches  withered  quickly  and  even  dropped  below  the  level  at  vhich 
they  had  entered  the  associations.  In  certain  PO's,  conversely,  there  was 
excessive  protection  of  the  branches  and  then  their  managers  ceased  to  di^lay 
Initiative.  The  enterprise  became  dependent. 
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ZIL  is  a  laca^e  serious  pxxiictiCTi  associaticai  and  can  serve  as  a  prototype  for 
a  real  production  ccamplex.  Therefore,  to  your  question  "together  or  alone?"  I 
would  answer:  "Yes,  together,  but  as  parts  of  such  associations  as  ZIL. 

Before  1974  our  plant  was  included  in  one  of  the  main  administrations  of  the 
Ministry  of  the  Autamotive  Industry.  Our  higher  level  was  a  purely 
administrative  management  agency.  The  technical  transformations  of  the  itain 
administrations  had  little  influence  on  the  future.  But  toe  ZIL  engag^  ^ 
toe  develqpraent  of  its  enterprises  and,  vhetoer  we  like  it  or  not,  it  is 
always  pushing  the  branches  forward  in  terms  of  economics,  toe  designs  of 
items  and  technology,  and  raising  them  to  the  level  of  production  of  toe  head 
plant.  This  is  dictated  not  ty  any  altruistic  or  benevolent  considerations, 
but  ly  a  production  necessity,  since  toe  branches  are  clearly  specialized  in 
toe  manufacture  of  units,  assetiiblies  and  parts  for  motor  vtoicles  and  level  of 
toe  vtoicles  produced  by  toe  association  depends  on  their  level.  This 
approach  enables  the  branches  to  ej^jerience  their  significance  and  role  in  toe 
association. 

Each  branch  has  alreac^  been  convinced  repeatedly  that  it  is  given  priority  in 
developaent  vhen  toe  need  arises.  The  economic  principles  developed  in  toe 
association  contribute  to  this.  Thus  vhen  preparing  for  a  changeover  to  toe 
output  of  diesel  vehicles,  our  plant  had  to  undergo  an  irartense  reconstruction. 
If  we  had  had  our  own  fund  for  the  develcpment  of  production,  we  would  have  no 
more  than  800,000  rubles  a  year.  But  in  order  to  create  a  carryover  supply 
for  our  assemblies,  it  would  have  been  necessary  to  assimilate  10-12  times 
this  amount  of  money  for  reconstruction  each  year.  The  association  has  a 
centralized  fund  for  the  development  of  production  and  ZIL  earmarked  and  was 
able  to  give  us  for  reconstruction  in  1985-1987  24  million  rubles  from  toe 
centralized  fund  for  toe  development  of  production.  In  other  years  this 
method  has  been  used  to  finance  toe  development  of  toe  Mtsensk,  Roslavl  and 
other  branches.  CJoncentration  of  funds  has  made  it  possible  to  conduct  large 
jobs  quickly. 

Social  and  domestic  prchlems  are  resolved  in  a  similar  way.  During  one  year 
toe  money  from  toe  fund  for  social-cultural  measures  is  used  to  help  in  toe 
construction  of  housing  and  cultural-domestic  institutions  for  one  enterprise, 
and  then  for  another.  We  now  have  a  sanitorium  and  dispensary  vhich  can 
accommodate  100.  In  terms  of  the  number  of  industrial  production  personnel, 
we  toould  have  a  dispensary  to  acxxmmodate  50.  Consequently,  we  would  not 
have  been  able  to  construct  the  kind  we  managed  to  put  into  operation  as  a 
result  of  toe  centralized  fund  of  toe  association  for  social,  cultural  and 
dojnestic  purposes.  Both  our  workers  and  workers  fitrom  other  plants  of  the 
association  rest  in  our  sanitoritmj-dispensary. 

When  our  plant  was  reconstructed,  some  of  toe  capacities  were  es^janded.  We 
had  to  gather  together  a  certain  nurnber  of  workers.  The  association  allotted 
money  from  toe  fund  for  social,  cultural  and  domestic  measures  for 
constructing  five  houses  and  a  dormitory  for  small  families. 

The  economic  meohanism  for  management  of  ZIL,  in  iry  opinion,  is  distinguished 
by  its  good  structure,  its  logic  and  its  consistency.  Double  accounting  has 
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been  conpletely  eliminated.  Whatever  cxmies  fxxM  the  branches  for  cocjperation 
in  the  association  is  not  taken  into  account  in  the  voltanes.  This  is  internal 
circulation.  The  association's  report  on  gross  output  and  sales  from  the 
branch  includes  products  going  outside  (for  exaitple,  spare  parts)  and 
services.  The  provisions  concerning  intraproduction  cost  accounting^  rely 
basically  on  nonnatives  of  espenditures  and  not  on  average  v/ei^ted 
indicators.  This  forces  us  to  ke^  track  of  all  kinds  of  ejpenditures. 
Mthou^  there  are  a  considerable  number  of  reporting  forms,  they  are  well 
thou^t  out  and  from  them  it  is  possible  to  quickly  analyze  the  condition  of 
the  enterprise's  ecananoy  and  prcsiptly  influence  deviations  from  the  plan  and 
normatives. 

During  the  period  of  reconstruction  and  technical  reequipment  it  is  nec^sa^ 
to  devote  special  attenticai  to  the  value  of  capital,  for  otherwise  it  is 
possible  to  put  all  of  the  savings  back  into  the  enterprise.  Also,  plants 
that  manufacture  equipment  frequently  increase  the  prices  of  it  without 
justification.  Scmetimes  it  is  necessary  to  refuse  to  sign  technical  and 
economic  calculations  vhen  coordinating  prices  for  new  equipment.  Thus  the 
Vitebsk  Machine  Tool  Building  Plant  offered  us  two  kinds  of  machine  tools 
vhich  were  almost  twice  eis  espensive  and  ooctpied  2.5  times  more  producticai 
space  than  the  equipment  they  replaced  but  would  provide  only  a  30  percent 
increeise  in  productivity  eis  ccmpared  to  the  former  ones.  We  began  to  analyze 
the  guidelines  used  by  “th®  machine  tool  builders  vhen  determining  their^  price 
and  it  turned  out  that  the  main  thing  was  the  increased  material-intensiveness 
and  labor-intensiveness  of  the  manufacture  of  the  machine  tools.  But  ^lat 
good  does  this  do  the  cOTisumer?  It  will  only  cause  a  decline  in  output- 
coital  ratio,  vhich  could  lead  to  a  deterioration  of  the  economic  results. 

The  calculation  of  the  material  incentive  fund  in  the  associaticMi  is  directly 
related  to  the  results  of  production  and  economic  activity,  based  on  the 
provisions  concerning  cost  accounting.  C3ost  accounting  ccramissions  are 
clearly  in  effect  vhen  the  results  for  the  report  period  are  summed  vp*  But 
the  system  of  sanctions,  in  my  opinion,  is  developed  better  for  the  shops  and 
productions  within  each  enterprise  than  it  is  for  interrelaticais  among 
production  units.  Therefore  it  sometimes  turns  out  that  the  syst^  is  very 
one-sided.  If  the  branch  does  not  fulfill  some  positiOTS  for  deliveries  to 
the  main  conveyor,  sanctions  are  immediately  applied  to  it.  But  we  canmt 
submit  ocmplaints  against  the  head  plant  if  it  fails  to  provide  us  with 
sojnething  under  cooperation.  If  we  make  complaints  throu^  cost  accounting 
procedures,  our  relations  are  spoiled.  It  seems  to  me  that  further  improvem^t 
of  intraproduction  cost  accounting  ^culd  proceed  along  the  path  of  iproving 
cost  acoounting  relations  among  producticm  xmits.  It  is  impossible  to 
approach  branches  as  facilities  of  specialized  productions  of  the  head  plant. 

[Question]  How  else  besides  through  reconstruction  and  reequipment  is  the 
scientific  and  technical  influence  of  ZIL  manifested? 

[Answer]  It  is  fairly  raultifacoted  and  multiplanar.  The  majorl^  of  design 
and  technological  work  for  preparing  the  production  of  assembly  units  for  the 
output  of  the  new  diesel  trucks  was  done  I:y  technical  services  of  the  TO.  I 
have  always  attached  a  great  deal  of  significance  to  technical  preparation  of 
production.  In  1972  this  problem  vas  the  subject  of  my  dissertation  vhen  I 
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was  working  toward  the  degree  of  candidate  of  technical  sciences.  Bie 
preparation  of  production  largely  determines  the  success  of  the  assimilation 
of  the  new  product.  The  help  from  the  ZIL  during  the  fairly  difficult  and 
tense  period  of  reconstruction  and  technical  reequipment  made  it  easier  for  us 
to  reorient  production  for  the  output  of  asset±>ly  units  for  diesel  trucks. 

[Question]  How  do  you  provide  yourself  with  personnel  and  how  do  you  train 
them? 

[Answer]  The  plant  has  complete  independence  in  hiring  and  firing  workers, 
engineering  and  technical  personnel,  and  employees.  Since  the  plant  has 
regularly  fulfilled  the  plan  for  deliveries  and  has  had  no  complaints  for  6 
years,  the  workers  regularly  receive  bonuses  and  there  is  a  correct  ratio 
between  the  wages  of  workers  and  those  of  engineering  and  technical  personnel. 
Our  turnover  of  engineering  and  technical  personnel  is  no  more  than  1  percent. 
The  ones  end  ip  at  the  plant  through  random  distribution  are  the  ones  ^o 
leave.  Since  these  personnel  do  not  stay,  we  almost  never  use  this  source  for 
augmenting  our  engineering  and  technical  personnel.  Once  we  tried  sending 
workers  for  training  at  the  ZIL  Plant-VTUZ,  but  we  saw  that  this  is  not 
altogether  good.  Many  of  them  stay  in  Moscow.  Then  we  took  a  different  tack. 
In  our  own  plant  we  have  organized  a  training  and  consultation  point  (UKP)  of 
the  All-Union  Correspondence  Polytedhnical  Institute.  We  take  120  people  each 
year.  Ihe  students  are  -mainly  our  workers  vho  already  have  secondary 
technical  education.  They  have  made  themselves  a  part  of  the  plant  and  the 
nature  of  the  work  suits  thorn.  I  think  that  the  training  and  consultation 
point  will  continue  to  be  our  main  source  of  finding  new  specialists.  In  1986 
we  graduated  the  first  engineers  of  our  own. 

The  UKP  will  play  a  large  role  on  the  social  plane  as  well.  The  direct  path 
for  advancement  of  skilled  personnel  from  worker  positions  to  engineering 
positions  is  through  their  UKP,  especially  for  young  workers;  for  almost  all 
of  them  have  a  secondary  education.  Satisfaction  of  social  and  domestic  needs 
and  iitprovement  of  working  conditions  that  are  related  to  technical 
reequipment  and  reconstruction  also  contribute  to  retaining  personnel. 

We  plan  the  number  of  industrial  production  personnel  for  ourselves.  The  only 
labor  indicator  the  association  establi^es  for  us  is  the  normative  for  wages. 
This  makes  us  work  on  inventorying  and  certifying  work  positions,  eliminate 
superfluous  work  positions,  and  increase  labor  productivity,  and  the  savings 
on  the  wage  fund  go  to  pay  for  ejqpanding  the  service  zone.  Not  everything  in 
the  policy  for  organization  and  payment  for  labor  suits  us,  however. 

[Question]  What  does  not  suit  you?  In  your  opinion,  \fl^ich  changes  should  be 
made? 

[i^nswer]  We  have  no  complaints  either  about  the  wages  or  the  material 
incentive  fund.  But  it  seems  to  me  that  it  would  be  ejpedient  to  introduce 
equal  conditions  for  bonuses  for  all  plants.  Each  branch  has  its  own  specific 
features,  problems  and  difficulties.  Therefore  it  would  be  better  if  the 
provisions  concerning  bonuses  were  formulated  at  the  enterprises.  it  goes 
without  saying  that  this  would  be  on  the  basis  of  fund-forming  indicators  that 
envision  the  provisions  concerning  intrafirm  cost  accounting  at  ZIL.  We 


ourselves  ^ould  develcp  the  conditions  for  material  incentives  vhich  would 
help  us  to  solve  the  problems  arising  at  the  given  moment. 

[Question]  In  other  words,  it  is  necessary  to  ej^jand  ind^iendence? 

[Answer]  Yes,  this  is  precisely  the  situation-  Problems  of  incre^ing 
initiative  and  responsibility  are  most  closely  linked  to  ej^anding  the  ri^ts 
of  the  enterprise.  The  economic  e}$>eriments  being  conducted  in  our  country 
are  directed  toward  increasing  responsibilitY  and  independence.  I  think  that 
it  is  also  necessary  to  consider  fixm  these  positions  the  rl^ts  of 
enterprises  tiiat  are  included  in  associations  as  producticai  units. 

Nor  does  it  seem  to  me  altogether  correct  that  at  ZIL  the  planning  of  labor 
indicators  is  done  at  three  levels:  the  labor  of  workers — in  the 

technological  administration,  engineering  and  technical  personnel — in  the 
administration  for  organization  of  labor  and  wages,  and  general  planning  of 
labor  indicators — in  the  planning  and  economics  administration.  It  should  be 
concentrated  in  a  single  subdivision. 

[Question]  How  are  interrelations  formed  with  territorial  management 
agencies? 

[Answer]  This  aspect  of  the  interactions  has  turned  out  to  be  extremely 
ocmplicated  for  many  branches  of  the  association.  The  fact  is  that  we  do  not 
make  deductions  for  the  city  and  we  do  not  influence  its  budget.  But  our 
collective,  like  ar^  production  or  nonproduction  collective,  is  linked  to  the 
city  in  vhich  it  works  by  strong  social  ties.  The  satisfaction  of  many  social 
and  cultural-domestic  needs  for  public  health,  education,  trade,  utilities  and 
so  forth  depend  on  the  city. 

Ocaitradictions  also  arise  in  the  interrelations  with  territorial  trade  xmion 
agencies.  The  oblast  committee  of  the  trade  union  of  machine  building  workers 
and  the  cblast  trade  union  council  tell  us  that  we  must  obtain  passes  for 
sanitoriums  and  health  resorts  not  in  Smolensk  but  at  ZIL. 

[Question]  What  are  your  suggestions?  What,  in  your  cpinion,  needs  to  be 
done  to  solve  these  problems? 

[Answer]  We  need  standard  documents  concerning  the  interaction  between 
enterprises  included  in  the  association,  c»i  the  one  hand,  and  the  rayon,  city 
and  oblast,  on  the  other,  concerning  the  solutions  to  social  prc±>lems.  I  had 
the  honor  of  being  a  delegate  to  the  27th  Party  Congress.  The  need  for  an 
optimal  combination  of  branch  and  territorial  administration  of  the  econony 
vhich  the  Congress  pointed  out  presupposes  also  a  search  for  a  better  approach 
to  the  development  of  branches  and  enterprises  that  are  included  in  large 
production  associations.  This  task  seems  very  crucial. 
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ZIL  ECDNCMICS  SCHX)L  EXAiym®) 

Ncfvosibirsk  EKDNCMIKA  I  ORSANIZATSIYA  H^MYSHLENNCXSO  PRDIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  43-59 

[Article  by  Ye.  Lysaya  and  L.  ShcheriDakova;  "On  Cost  Accounting  Scales"] 

[Text]  At  this  hour  the  large  elevators  in  the  high  administrative  and 
engineering  faciliiY  at  ZIL  stopped  most  frequently  on  the  11th  floor.  It  was 
hard  to  believe  that  everyone  vdio  came  up  here  could  fit  into  the  small  office 
of  the  deputy  director  for  economics.  But  this  was  a  deceptive  inpression. 
The  office  turned  out  to  be  much  larger  than  it  had  seemed  on  previous  visits, 
and  the  ritual  of  meetings  with  cost  accounting  commissions  did  not  require  an 
immense  ainount  of  space. 

The  activity  got  under  way  rapidly  and  dj^namically.  The  managers  of 
facilities,  shops  and  branch  plants  entered  in  turn,  and,  as  a  rule,  the  ones 
vho  were  called  in  were  those  managers  vho  were  not  up  to  date,  and  members  of 
the  commission  had  once  again  to  weigh  all  the  "pros"  and  "cons"  in  order  to 
make  a  final  evaluation  of  the  results  of  cost  accounting  activity.  We  were 
given  the  opportunity  to  observe  the  economic  kitchen  of  cost  accounting. 
Those  gathered  in  the  office  of  the  deputy  general  director  for  economics 
established  a  direct  link  between  how  the  collective  was  operating  and  vhat  it 
should  receive.  It  is  no  wonder  that  the  chief  of  the  shop  for  gray  cast  iron 
was  pressing  the  chief  of  the  Administration  for  Labor  and  Wages,  Vladimir 
Ivanovich  Romeyev:  "What  do  they  intend  to  blame  me  for?  I  do  not  feel 
guilty  of  anything."  Korneyev  clarified:  "Not  blame,  but  discuss." 

As  it  later  turned  out,  there  was  reason  for  discussion  even  though  the  basic 
cost  accounting  indicators — deliveries,  labor  productivity,  and  production 
cost — looked  very  good.  Lying  on  the  cost  accontlng  scales  were  above- 
normative  residuals  of  material  values,  and  the  error  on  the  scale,  vhich  was 
set  at  the  indicator  of  the  full  amount  of  the  bonus,  began  to  move  in  the 
direction  of  reduction. 

Above-normative  residuals  of  material  values,  circulating  capital,  inconplete 
production  and  prepared  products  at  ZIL  cortprise  one  of  the  basic  conditions 
for  making  adjustments  vhen  evaluating  the  cost  accounting  activity  of  the 
subdivisions.  At  the  same  time,  there  are  si;pplies  and  there  are  supplies, 
and  the  reasons  for  them  differ.  If  they  are  approached  head  on,  those  people 
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vJio  because  of  some  circumstances  have  happened  to  exceed  the  normative  and 
those  vtoo  are  not  concerned  about  econorry  at  all  end  in  the  same  position. 
Therefore,  havir^  had  enouc^  discussion  of  this  at  their  meeting,  the 
commission  instructed  the  administration  for  labor  and  wag^  to  develop  a 
scale  of  bonuses,  depending  on  the  degree  to  vhich  the  sillies  exceeded  -^e 
normative.  But  according  to  the  previoi:is  provisions  concerning  boniases,  with 
above-normative  residuals  the  subdivision  immediately  forfeited  20  percent  of 
its  bonus. 

is  the  paradox  that  seemed  to  exist:  the  economic  mechanism  of  ZIL  was 
clearly  oriented  toward  controlling  expenditures  according  to  -toe  normative 
and  not  toward  fixing  them  in  terms  of  actual  results,  v^icii  is  enough  to 
gat-1  gfy  many  economic  services  of  the  enterprise.  Nonetheless  at  each  meeting 
of  the  cost  accounting  commission,  "above-normative”  is  encountered  more 
frequently  than  other  violations.  This  contradiction  clearly  manifests  those 
collisions  that  frequently  occur  in  productions:  ZIL  does  not  work  for  itself, 
it  is  linked  by  thousands  of  visible  and  invisible  threads  to  a  mi^titude  of 
collectives  of  enterprises  and  associations.  Until  they  eliminate  the 
iittoalance  and  the  nondbligatory  nature  of  relations  with  partners  and 
associates,  the  association's  cost  accounting  mechanism  will  have  troubles. 

"We  did  not  accept  nickel  just  for  a  supply,  but  nickel  as  a  material  that  is 
hard  to  turn  down,"  the  chief  of  the  shop  for  gray  cast  iron,  whom  we  already 
know,  said  in  his  own  behalf .  "We  do  not  keep  large  residuals.  But  I  im^t 
admit  that  for  certain  positions  we  deliberately  create  above-normative 
supplies  so  that  we  do  not  have  to  depend  on  the  suppliers,"  Valeriy 
Surenovich  Avanyan,  the  chief  of  the  administration  for  cooperative  deliveries 
and  batching,  ejpjlained  in  the  cost-accounting  commission,  "we  have  taken  into 
consideration  that  the  amount  of  our  bonus  will  be  reduced  by  a  certain 
percentage.  But  that  is  better  than  a  reprimand  in  an  order  or  an 
interruption  in  production. " 

In  the  motor  facility,  one  of  the  largest  at  the  head  plant,  there  were  "^e 
largest  reserves  of  inconplete  production.  "It  did  amount  to  3.5  million 
rubles  and  later  5  million,"  informs  the  head  bookkeeper  of  the  association, 
Vladislav  Ivanovich  Sidorov.  Formally,  it  is  necessary  to  apply  the  strictest 
sanctions  against  the  subdivision,  but  actually  it  turns  out  that  at  this 
point  there  is  little  it  Can  do.  The  sharp  increase  in  incatplete  production 
is  related  to  the  lack  of  piston  rings.  “mey  have  accumulated  25,000 
incomplete  piston  units.  They  have  already  filled  up  cill  the  free  space  and 
there  is  the  danger  that  the  units  will  begin  to  rust. 

"Rust?" — ^the  members  of  the  commission  asked  in  agitation.  "We  are  saying 
this  to  exaggerate  the  situation,"  the  shop  workers  admitted,  "we  are  taking 
measures  to  prevent  corrosion.  We  are  greasing  the  parts.  But  how  many  more 
products  can  we  let  stay  out  there?"  "You  must  go  to  the  d^uty  minister," 
suggests  the  chairman  of  the  commission.  "We  have  already  written,  vhat  is 
the  point?"  Responds  somebody,  "we  are  not  the  only  ones,  the  Michurinsk 
Plant  is  not  delivering  rings  to  other  plants  either." 

It  is  understandable  ^y  people  throw  up  their  hands  in  such  a  situation  ^the 
reasons  for  the  deviations  are  all  the  same,  like  a  broken  reoord.  What 
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effect  can  there  be  from  normatives  and  cost  accounting  sanctions!  It  is 
probably  these  aspects  that  are  manifested  in  the  defensive  reactions  in  the 
form  of  indifference  and  cceonplacency:  the  meetings  of  the  cconmission  have 
been  conducted.  Idle  deviations  have  been  registered,  the  actual  amount  of  the 
bonus  has  been  determined,  and  let  everything  else  go  as  it  will. . . . 

It  is  not  easy  for  tdiem  to  gather  their  forces  and  fi^t  among  themselves 
every  time,  but  all  they  have  to  do  is  miss  once  or  twice  and  everything  rolls 
alcaig  the  smooth  road  of  formalism.  therefore  the  chairman  insisted  in  his 
proposal  to  send  the  Ministry  of  the  Automotive  Industry  a  letter  and  report 
CHI  the  response  at  the  neict  meeting.  Many  sipported  him.  Jumping  forward, 
let  us  say  that  the  expected  result  was  never  achieved.  Ihus  ZIL  turned  to  a 
tested  method — direct  cxaitact  with  the  sippliers.  A  grotp  of  specialists  fiom 
the  automotive  plant  went  to  Michurinsk.  Ihe  future  will  ^ow  if  these 
measures  were  enou^.  It  is  important  for  them  not  to  be  reconciled  and  not 
to  stop. 

We  have  cxmanuniceted  previously  with  workers  of  the  economic  service  and 
m^gers  of  technical  subdivisions  and  ^cps.  But  then  it  was  separately, 
with  each  individucd  on  his  own  territory,  vhere  the  manager,  concerned  about 
the  mass  of  business  and  problems  waiting  for  him,  usually  tried  to  answer  all 
of  the  questions  in  a  hurry  in  order  to  get  back  to  his  work.  But  now  we  have 
beceme  spectators  and  listeners  of  dimamic  dialogue  among  pecple  vho  have 
contemplated,  argued,  and  becxame  bitter,  cxmpletely  involved  in  the  essence  of 
the  problem. 

The  meeting  of  cost  accounting  commissions  is  certainly  not  a  new  phencmenon. 
It  is  assumed  that  without  them  it  would  be  impossible  to  evaluate  the 
activity  of  subdivisicHi  during  the  report  period.  But  there  are  still  so 
many  enterprises  vhere  these  are  conducted  without  vigor,  formally,  only  for 
the  sake  of  protocol,  cxi  the  basis  of  vhich  they  are  then  supposed  to  issue  an 
order  OTnoeming  bonuses.  There  have  alreacty  been  so  many  cases  vhen  the 
cxxnmissions  have  not  met  at  all,  when  after  the  fact  their  members  have  signed 
a  protocol  drawn  up  in  the  division  of  labor  and  wages  on  the  basis  of  report 
data  and  incentive  prcvisioiis! 

At  ZIL  the  meetings  of  the  commission  are  an  important  element  of  economic 
management.  When  th^  ecce  gathered  altogether  the  managers  can  use  cost 
acooi^i^  scales  to  weic^  the  pluses  and  minuses  of  the  work  of  the 
subdivision  for  mo3ne  than  merely  to  determine  the  amounts  of  incentives  and 
sanctions.  ^  Ifere  they  reveal  di^roportions,  contradictions  and  uaxxordinated 
aspects  vhich  arise  and  Can  either  be  resolved  or  measures  can  be  taken  to 
resolve  them  since  the  commission  includes  managers  of  all  the  leading 
services  of  the  asscoriation.  This  is  vhy  the  meetings  begin  with  a 
verification  of  the  fulfillment  of  measures  included  in  the  preceding  minutes 
and  not  a  single  problem  goes  unattended. 

This  meeting  was  not  an  exropticHi,  either.  But  we  were  drawn  into  the  story 
involving  the  gray  cast  iron  ^op  and  therefore  in  our  narration  we  have 
deviated  scmevhat  from  the  sequence  of  events.  But  in  fact,  as  alwaj^,  the 
meeting  began  with  informaticai  about  the  result  of  the  implementation  of 
preceding  decisions. 
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The  exist  acxxjunting  cxiramission  is  of  great  educational  significancje  and^  it 
forces  the  management  of  the  subdivisions  to  delve  more  deeply  into  econamic:^. 
A  chief  of  a  facility  or  shop  will  not  go  to  the  meeting  uiprepared,  for  if  he 
did  he  would  be  sitting  with  an  eesanomist  or  bookkeeper  of  his  subdivision  and 
going  into  figures  vdiich,  perhaps,  he  had  not  looked  at  during  the  entire 
report.  But  before  being  invited  to  the  commission  he  absolutely  must  look  at 
everything— he  understands  that  it  is  not  the  economist  or  bookkeeper  vSio  will 
bear  ,  the  main  burden,  although  all  three  are  invited  to  the  meeting. 

The  heating  ^op  had  to  forfeit  some  of  its  bonus  for  quality.  Why?  The 
deputy  ^op  chief,  Einitriy  Samsonovich  Kruzhalov,  tried  not  to  agree  with 
cemmission's  decision:  '•We  have  no  defective  work  or  complaints."  The  chief 
of  the  product  quality  administration,  Leonid  Petrovich  Kuverin,  confirmed 
that  the  only  complaint  made  against  the  plant  were  for  intraplant 
certification  of  parts.  There  were  no  other  remiarks  about  quality.  But  since 
the  ^op  had  more  than  once  violated  the  time  periods  for  certification,  this 
had  to  be  reflected  in  the  amount  of  the  bonus  at  some  time.  A  decision  was 
made  to  reduce  the  shop's  bonus  fund  by  5  percent. 

It  seems  that  5  percent  is  not  a  very  large  amount.  But  the  association's 
commission  determines  the  amount  of  the  bonus  for  each  production  unit  ^branch 
plant,  facility  or  independent  shop  of  the  head  plant  as  a  vhole. 

Subsequently  the  cost  accounting  commissions  of  these  production  subdivisions 
meet  and  concretely  consider  the  individual  contribution  of  ea^  brigade, 
section  and  worker.  And  for  those  vho  have  allowed  violations,  this  5  percent 
can  turn  out  to  be  a  much  larger  amount. 

Incidentally,  there  are  also  cases  in  vhich  the  cost-accounting  commission  of 
the  association  takes  on  the  mission  of  puni^ing  specific  individuals.  A 
large  part  of  this  takes  place  vhen  it  comes  to  managers.  The  head  engineer 
of  the  Zhitomir  Plant  had  his  bonus  amount  reduced  by  50  percent  for  repeated 
failure  to  fulfill  the  order  conc^ming  certification  of  work  positions. 

Deliveries,  quality,  above-normative  si:pplies  of  circulating  capital  and 
commodity-material  values,  certification  of  work  positions  and  streamlinii^  of 
production  on  the  basis  of  this— these  are  adjustment  and  additional 
indicators  vhich  the  commission  also  considers  very  carefully.  Carefully,  but 
not  by  the  letter  but  by  the  spirit  of  the  establi^ed  provisions.  The 
ministry  can  withhold  the  bonuses  for  the  general  directors  for  failiare  to 
deliver  goods  even  if  this  is  not  the  fault  of  the  ZiL  workers,  but  of  the 
Michurinsk  Plant  for  Autemotive  Parts  vhich  has  not  delivered  all  the  piston 
rings  and  made  it  impossible  for  the  autcanotive  plant  workers  to  complete 
their  products .  But  the  commission  will  not  puni^  its  own  produ^ion 
subdivisions  if  they  are  not  at  fault.  Flexibility  and  a  differentiate 
approach  require  that  the  economic  subdivisions  of  the  enterprise  always  be  in 
"creative  form"  and  search  for  and  find  new  solutions  becaue_lif^  if  mue 
more  complicated  than  the  most  detailed  instructions  and  provisions,  vhich,  it 
would  seem,  envision  all  cases.  And  if  they  do  not  display  realism, 
maneuverability  and  courage,  if  they  want  to  take  the  risk  they  c^an  become 
captive  of  numerous  provisions  and  instructions. 
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In  1986  ZIL  workers  entered  into  new  conditions  for  management.  But  one 
of  the  major  requirements  of  the  large-scale  experiment — 100  percent 
fulfillment  of  deliveries  and  orders  under  agreement — had  been  adcpted  them 
earlier,  on  their  own  initiative,  among  subdivisions  of  the  association.  Ihe 
indicator  of  fulfillment  of  deliveries  had  long  been  among  the  basic 
indicators  of  intraproduction  cost  aooounting.  And  it  was  tested  in  practice 
new  ideas  and  variants  of  decisions  appeared. 

"It  is  generally  known  Idiat  if  one  sets  an  xmattainable  task  ndbocty  will  be 
zealous  in  carrying  it  out,"  said  Vladimir  Ivanovich  Korneev.  "We  have 
beocme  convinced  that  for  certain  of  our  subdivisions  100  percent  fulfillment 
of  deliveries  is  such  an  unrealistic  ta^  at  the  given  mcment.  Ihe  facility 
for  noimjals  provides  10,000  kinds  of  items  to  other  subdivisions  under 
cooperation.  It  is  impossible  to  demand  of  it  that  each  month  everything 
proceed  ideally.  Certain  of  our  branches — J^zan,  Roslavl,  Mtsensk  and 
Serdobsk — are  also  not  yet  reacfy  for  ccraplete  fulfillment  of  contractual 
cxanmitments.  To  bargain  and  come  to  agreements  with  the  consumers  concerning 
postponing  deadlines  and  to  make  other  similar  decisions,  as  many  enterprises 
are  now  doing,  are  not  at  all  necessary  for  the  association  vhen  it  comes  to 
internal  cooperation.  Therefore  for  internal  cooperation  we  establi^  an 
upper  level  of  deliveries  vhich  comes  as  close  as  possible  to  100  percent — 
99.8  or  99.6  percait.  This  makes  it  possible  for  the  subdivisions  to  obtain 
the  :^1  amount  of  the  bonus.  Then  they  have  incentives  to  mobilize  their 
capabilities  and  to  reach  for  the  limit.  But  for  shops  with  the  final  product 
— ^assembly  shcps—fUlfillment  of  ejctemal  deliveries  by  100  percent  is  an 
indispensable  condition. 

The  meeting  of  the  cost  aooounting  commission  is  preceded  by  consideration  of 
mutual  cost  accounting  complaints  of  the  subdivisions  and  nonproductive 
expenditures.  To  do  this  a  i^jecial  commission  has  been  formed  in  vhich  all 
the  basic  functional  subdivisions,  the  people's  control  committee  of  the  head 
plant  and  the  trade  union  committee  are  r^resented.  Various  subjects  come  up 
at  the  meetings.  One  subdivision  has  made  a  cost-accounting  cowplaint  against 
another,  say,  for  delaying  deliveries  of  parts  or  for  defective  work.  If  the 
re^xxnding  subdivision  agrees  with  the  complaints,  it  announces  that  it  has 
acc^xt^  them  and  then  it  is  charged  for  the  sura  for  the  cost  aooounting 
ocnplaint.  But  if  it  protests,  then  the  cornmission  will  engage  in 
consideration  of  it.  The  confirmation  of  the  sum  of  losses  under  the  cost 
aooounting  complaint  is  the  basis  for  reducing  the  bonus. 

Many  subjects  are  brou^t  xp  at  the  meeting  under  a  planned  policy.  The  most 
cxrucial  problems  at  the  given  moment  are  brou^t  ip  for  consideration;  payment 
of  fines  for  too  much  idle  time  of  railroad  cars,  delay  in  the  return  of 
containers,  failure  to  fulfill  contractual  commitments,  increased  defective 

work.... 

"Previously  ZIL  frequently  paid  fines  for  Shortages  in  deliveries  of  scxrap 
metal  and  for  poor  sorting  of  it,"  said  the  d^juty  chairman  of  the  commission 
for  ccnplaints,  the  chief  of  Ihe  economics  laboratory,  Petr  Naumovich  Gokhman. 
"Having  discussed  this  questicai  at  our  meeting,  we  came  to  the  conclusion  that 
it  is  necessary  to  revise  the  indicators  for  evaluating  the  activity  of  the 
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^op  for  processing  scrap  metal  and  draw  its  attention  to  hi^-quality  release 
of  metal  wastes— pacikaging,  the  formation  of  briquets,  and  sorting  nonferrous 
metals.  What  came  of  this  you  can  see  today  at  the  meeting  of  the  cost 
accounting  commission.  The  has  received  200,000  rubles  in  excess  of  the 
plan  for  high-quality  release,  and  100,000  rribles  for  release  of  wastes  of 
nonferrous  metals  at  increased  prices.  But  Vtorzhermet  did  not  ^y  for 
preparing  tiie  scr^  metal  for  e>^rt.  Ihe  shop  chief  went  to  the  arbitration 
board  and  obtained  the  sum  the  shcp  had  coming.” 

The  fines  paid  and  the  fines  received  by  the  association  a:re  also  a  subject  of 
constant  attention.  Bie  ratios  between  them  are  4:1,  5:1  in  favor  of  ZIL,  but 
nonetheless  every  1,000  rubles  in  fines  is  a  subject  of  special  consideration. 

In  business  law  there  are  still  many  unclear  points  and  provisions  that  have 
not  yet  been  refined,  and  it  is  quite  predictable  that  their  ^ortccmings  are 
discussed  in  the  press  and  at  conferences.  But  are  we  talcing  advantage  of  all 
the  legal  norms  that  are  established  in  the  law?  ZIL  workers  think  that  they 

are  not  taking  advantage  of  them  sufficiently.  But  how  can  one  make  them 

manage  itore  intelligently?  This  is  especially  important  for  services  \ihich. 
are  always  entering  into  external  relations— supply,  sales,  cooperation. 
Iheir  indifference  or  cxatplicity  in  the  violaticn  of  commitments  by  others  has 
a  reverse  side — ^they  have  not  been  charged  with  their  own  ^ortocsnings. 
Oherefore  vhen  the  association's  material  and  technical  si^ly  services 
changed  over  to  cost  accounting,  one  of  the  basic  evaluation  indicators  was 
improvement  of  the  work  with  fines.  Ihe  results  turned  out  to  be  very 
impressive.  The  sum  of  fines  obtained  fixm  negligent  contracting  parties 
increased  severalfold.  To  be  sure,  the  first  cost  accounting  provisions  were 
imperfect — ^the  proportion  of  the  indicator  of  the  sum  of  fines  received  turned 
out  to  be  so  significant  in  the  evaluation  of  the  cost  acxxunting  activity  of 
the  supply  workers  that  it  made  it  possible  for  them  to  obtain  a  bonus  even 
vhen  the  other  indicators  lagged  bdiind.  The  provisions  were  adjuisted  and 
improved,  but  the  level  of  work  with  the  suppliers  and  cxantracting  agencies 
remained  hi^  as  before  and  was  sufficiently  supported  by  the  new  provisions. 

Cost  accounting  at  ZIL  envisions  re^nsibility  that  is  clearly  regulated  ato 
established  by  particular  documents.  Free  interpretation  of  theip  is 
categorically  prohibited  so  as  not  to  undermine  the  authority  of  the  existing 
economic  mechanism.  And  if  this  happens  anyway,  the  cost  accountang 
commission  tak*=>-'=t  a  principled  position.  The  administration  for  the  protection 
of  labor  has  prepared  a  draft  of  an  order  for  reducing  the  amount  of  the 
bonus  for  the  heating  ^cp  by  25  percent  as  a  result  of  increased  cases  of 
illness.  The  shop  is  appealing  to  the  commission,  protesting  the  document 
that  is  being  prepared. 

Buzhinskiy:  "How  did  this  dcxaument  appear?”  Korneyev:  "It  was  prepared  in 

the  administration  for  the  protection  of  labor  since  the  indicator  of  illness 
was  introducied."  Buzhinskiy:  "That  is  not  the  way  it  is  done.  Without  the 

cost  acoounting  commission  and  the  economic  service  nobody  has  the  ri^t  to 
change  the  bcnus  provisions.  After  all,  at  one  time  a  ccmpr^ensive  indicator 
of  labor  protection  was  introduced.  If  changes  are  needed  in  it,  ^  let  the 
suggestions  be  made  to  the  economic  service  at  a  meeting  of  the  commission  and 
warn  the  ^ops." 


39 


The  spare  parts  service  did  not  prortptly  coordinate  the  conditions  for  the 
delivery  of  cast  pieces  with  the  consumer  enterprise,  the  Bryansk  Machine 
Building  Plant.  The  service  tried  to  present  the  shop  as  being  guilty  of  the 
conplaints  from  the  consumers.  "Why  the  shop?"  responded  the  commission. 
"The  shop  is  the  production  organization.  And  the  spare  parts  administration 
has  lawyers.  And  it  is  necessary  to  punish  the  administration  for  the  fact 
that  its  specialists  have  neglected  their  functions,  have  not  started  to 
strai^ten  things  out,  and  have  evaded  the  essence  of  the  matter.  Because  of 
their  formal  approach  ZIL  lost  a  considerable  sum."  It  was  suggested  that 
they  enter  into  the  minutes;  "The  spare  pairts  administration  is  to  refine  the 
conditions  for  the  deliveries  of  cast  pieces  to  the  Bryansk  Machine  Building 
Plant.  The  iteasures  taken  are  to  be  reported  at  the  next  meeting  of  the 
commission." 

"In  practice, "  says  the  chief  of  the  planning  and  economics  administration, 
Viktor  Viktorovich  Novikov,  "there  is  frequently  this  separation;  cost 
accounting — economists,  norm  setting — ^technologists,  accoimting—bookkeeping, 
new  technical  equipment— design  services.  But  yet  production  is  a  unified 
organism.  Nobody  should  replace  anybody  else,  but  it  is  also  iitpossible  to  be 
separated  by  functional  barriers  and  senses.  Although  everyone  is  responsible 
for  his  own  part,  together  we  are  responsible  for  the  common  cause — ^the  work 
of  the  association.  Ifeetings  of  the  cost  accounting  commission  make  it 
possible  to  see  the  communal  responsibility  and  to  think  together  about  how  to 
realize  it.  I  see  their  large  role  in  this." 

Here  is  a  view  from  the  other  side,  the  technical  services,  but  it  also 
confirms  this  viewpoint;  "Economic  and  engineering  activity  cannot  be 
separated,"  says  the  head  technologist  of  the  association,  Leonid  Alekseyevich 
Statin.  "There  is  production  and  its  problems  Vihich  economists  and  technical 
people  must  consider  together.  In  our  cissociation  it  has  become  the  law  to 
have  economic  development  of  any  technical  innovation.  At  first  the 
engineering  services  were  afraid  that  the  economists  would  not  support  them. 
Then  we  became  convinced  that  economists  always  approach  from  positions  of 
production  ejq^ediency,  and  we  are  not  afraid  of  showing  all  of  our  cards  to 
them,  on  the  contrary,  we  go  to  them  for  advice  before  we  draw  up  the  official 
economic  substantiation  of  the  innovation.  Even  if  some  innovations  related 
to  iirproving  the  quality  of  the  motor  vdiicles  and  increasing  their 
reliability  at  first  look  as  though  they  will  cause  a  loss,  the  economists  do 
not  persecute  us.  This  makes  it  possible  to  solve  not  local,  but  large  state 
problems.  For  instance,  today  there  are  high  prices  for  certain  new 
materials,  even  if  they  are  parts  from  metal  powders  or  new  bearing  systems. 
If  their  application  is  not  expanded  production  will  not  develop,  technical 
progress  will  be  delayed  and  the  price  will  still  remain  high.  ZIL  will 
deliberately  make  the  first  expenditures  if  it  sees  the  future.  The  supplier 
plants  place  their  hopes  in  us.  Sometimes  vhen  supporting  them  we  go  to  the 
Gosplan  and  enter  into  shared  participation.  It  seems  to  me  that  this 
approach  is  the  strong  side  of  the  activity  of  our  economic  service." 

All  the  "pros"  and  "cons"  can  be  fully  weired  on  oior  cost  accounting  scales 
only  vhen  the  responsibility  for  their  actions  and  the  possibility  of  carrying 
them  out  are  also  coitplete.  The  changeover  to  the  new  conditions  bring  us 


closer  tx)  this,”  asserts  Aleksandr  Ivanovich  Bruzhinskiy,  "but  only^  closer. 
It  is  necessary  to  tales  the  path  of  self-financing  of  enterprise  and 
associations,  following  in  the  footsteps  of  VAZ  and  the  Suiry  Association, 
vihich  have  already  entered  on  this  path." 
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RESUnCS  OF  EXPERIENCE  IN  KUZNITSA  REPORTED 

Novosibirsk  EKDNOMIKA  I  ORGANIZAESIYA  ERCMiTSHEENNOGO  EROIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  jp  46-51 

[Article  by  Ya.  G.  Gorodskiy,  candidate  of  economic  sciences,  Minsk  Branch  of 
the  Scientific  Research  Institute  of  Management  of  the  Automotive  Industry: 
’"The  Kuznitsa  Experience”] 

[Text]  At  the  present  time,  when  the  center  of  gravity  for  iirproving  the 
economic  mechanism  has  shifted  to  intraplant  cost  accounting,  advanced 
e>perience  in  its  development  accumulated  at  the  Automotive  Plant  imeni  I.  A. 
Likhachev  is  of  great  interest.  From  the  time  of  the  creation  of  this 
flag^ip  of  domestic  automotive  construction  a  task  was  set  of  more  ccarplete 
utilization  of  production  resources  and  mobilization  of  reserves  for 
fulfillment  of  the  tasks  that  were  set.  Even  then  cost  accounting  was 
recognized  as  the  best  organizational  form.  It  is  interesting  that  it 
originated  in  a  working  environment.  Ihe  first  cost  accounting  brigade  was 
organized  at  the  Moscow  Automotive  Plant  in  1930,  and  by  the  end  of  1932,  the 
final  year  of  the  1st  Five-Year  Plan,  there  were  420  cost  accounting  brigades 
at  the  plant.  The  brigade  and  the  administration  concluded  agreements  vhich 
reflected  the  commitm^ts  of  the  brigade  for  fulfilling  the  production 
program,  reducing  material  expenditures,  reducing  defective  work,  and 
conmitments  of  the  administration  for  providing  materials,  tran^xDrtation  and 
so  forth.  The  collectives  of  the  brigades  that  provide  for  savings  on 
material  resources  were  given  incentives  in  an  amount  of  6  percent  of  the 
value  of  the  resources  saved  by  the  brigade. 

Under  modem  conditions  cost  accounting  has  "grown  ip"  quite  a  bit  and  is 
arranged  taking  into  account  two  principal  peculiarities.  In  the  first  place, 
the  basic  form  has  become  cost  accounting  of  production  units  that  are 
operating  on  the  basis  of  the  "Provisions  Concerning  the  Plant  of  the  ZIL 
Production  Association"  within  the  framework  of  the  ric^ts  granted  to  them  by 
the  Production  Association.  The  unified  technical  and  economic  ^licy  is 
ensured  by  the  Board  of  General  Directors  of  the  Association  vhich,  viiien 
engaging  centrally  in  interrelations  with  external  organizations  (banks  and  so 
forth)  at  the  same  time  has  given  the  production  units  current  and  subsidiary 
special  loan  accounts  instead  of  the  usual  current  accounts. 
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Second,  v^en  planning  and  accounting  for  the  output  of  products  of  the 
association,  internal  circulation  is  not  taken  into  account.  This  approach 
directs  all  production  imits  included  in  the  association  toward  the  final 
national  economic  result. 

The  organization  of  the  planning  of  cost  accounting  activity  of  the 
subdivisions  in  the  association  is  interesting.  We  are  speaking  about  the 
formation  of  the  declared  plan,  when  the  subdivision  makes  an  economically 
substantiated  decision  \idiich  is  used  as  a  basis  for  the  planning  assignment. 
Here  it  searches  for  reserves  and  brings  them  into  production. 

Methodological  support  is  very  helpful  in  organizing  an  effective  systm  of 
intrabusiness  cost  accounting.  Suffice  it  to  note  that  the  ve^  "provisions 
concerning  cost  accounting  of  production  units"  are  provided  with  33  sets  of 
instruction  and  methodological  materials  for  various  questions  or  organizing 
cost  accounting.  Among  them  are  the  "Provisions  Concerning  the  Cost 
Accounting  Commission  of  the  ZIL  Association,"  "Instructions  Concerning  the 
Policy  for  Accounting  and  R^»rting  on  the  Fulfillment  of  the  Plan  for  the 
List  of  Products  by  Plants  of  the  Association,  Facilities,  Shops  ^ 
Simply  Administrations  of  the  Head  Plant,"  "Instructions  Concerning  the  Poli<^ 
for  Determining  the  Results  of  the  Expenditure  of  the  Wage  Fund  and  the  Ratio 
Between  the  Growth  Rates  of  Labor  Productivity  and  the  Average  Monthly  Wages 
in  the  Various  Subdivisions  of  the  Head  Plants  and  Plants  of  the  Association, " 
and  so  forth. 

Cost  accounting  for  functional  services  is  develcping.  First  of  all  there  is 
a  stronger  cost  accounting  influence  on  reducing  the  time  periods  for 
preparing  production  of  new  items  of  automative  equipment,  improvement  of  the 
quality  and  the  ability  of  the  items  to  corpete,  and  insurance  of  savings  on 
all  kinds  of  resources.  Each  month  there  is  a  compr^ensive  evaluation  of  the 
results  of  the  work  of  engineering  and  technical  personnel  and  ettployees  of 
all  subdivisions  (production  units,  facilities  and  shops)  for  inprwing  the 
quality  of  the  products  that  are  produced  according  to  seven  indicators 
(losses  from  defects,  number  of  conplaints  about  defects,  repair  of  motor 
vehicles  in  the  group  of  eliminating  defects,  and  so  forth) . 

ZIL  has  introduced  a  normative  policy  for  forming  the  wage  funds  for  the 
various  subdivisions  of  the  eissociation.  It  is  constructed  from  two  parts: 
the  base  fund  and  the  sum  of  its  incareases  (reductions) ,  calculated  according 
to  a  normative  for  each  percentage  of  increase  (reduction)  of  the  volume^  of 
production  in  terms  of  the  indicator  used  for  calculating  labor  productivity. 
With  this  approach  there  predictably  arise  differentiated  normatives  for  each 
subdivision  of  the  association.  The  accepted  method  stipulates  that  vhen 
calculating  the  basic  wage  fund  one  subtracts  50  percent  of  the  sum  paid  for 
deviations  (payment  for  idle  time  is  calculated  in  the  full  volume  as  are 
additional  payments  for  overtime) .  The  overall  planned  'rage  fund  is 
determined  as  the  sum  of  the  rage  fund  for  industrial  production  personnel 
calculated  according  to  the  normative  for  the  rage  fund  of  nonindustrial 
businesses  and  the  supernumerary  staff. 

The  ZIL  approach  to  forming  and  utilizing  the  material  incentive  fund  is 
interesting. 
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A  policy  heis  been  established  for  changing  the  amount  of  the  material 
incentive  fund  as  a  result  of  the  appear^ce  of  e}5)enditures  to  correct 
defects  for  vhich  there  have  been  complaints  from  the  consumers  of  "^e 
products.  Each  subdivision  is  centrally  issued  a  unified  matericil  incentive 
fund  vhich  is  intended  for  bonuses:  for  creation,  assimilation  and 
introducticHi  of  new  technical  equipment;  for  manufacture  and  delivery  of 
products  for  export;  for  the  results  of  intra-association  ocmpetition  and  so 
forth. 

Ihe  automotive  plant's  experience  in  developing  cost  accounting  relations  and 
increasing  their  role  in  economic  administration  is  multifaceted.  A  number  of 
their  interesting  soluticais  in  the  area  of  iitproving  intraplant  c^t 
accounting  have  been  reflected  in  the  standard  branch  documents  and  are  being 
introduced  extensively  into  the  practice  of  management.  Ihis  is  probably 
vAiere  the  hi^  evaluation  of  the  association's  advanced  esperience  is 
reflected. 

CX)PXRIGHr:  Izdatelstvo  "Nauka",  "Ekonomlka  i  organizatsiya  prcmyshlennogo 
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FUTURE  TAKEN  INTO  ACXXONT  AT  ZIL 

Novosibirsk  EKCSNCMIKA  I  OimUZATSIYA  ifO^SHIENNOGO  H^DIZVDDSTVA  (EJ®)^  ^^^i^ 
Russian  No  10,  Oct  86  pp  51-58 

[Article  by  G.  V.  Grenbek,  candidate  of  economic  sciences,  "Destitute  of 
Economics  and  Organization  of  Industrial  Production  of  the  Siberian  Branch  of 
the  USSR  Acadeiry  of  Sciences  (Novosibirsk);  "Direction  Toward  Tcmorr 

[Text]  The  ZIL  is  a  oorrplex  association,  as  one  can  see  from  the  materials  in 
the  selection,  vhich  includes  enterprises  that  were  previously  in  various 
subbranches  of  the  Ministry  of  the  Automotive  Industry. 

Why  has  the  ministry  decided  to  create  such  large  coirplex  associations? 
Because  branch  planning,  production-distribution  and  other  administrations 
were  not  able  to  provide  for  stable  operation  even  of  such  large  enterprises 
as  ZIL,  VAZ,  KanAz  and  GAZ.  In  the  materials  of  the  selection,  especially  the 
conversation  with  the  general  director,  one  can  seen  this  aspect  of  the 
matter.  The  ministry,  eis  a  rule,  is  not  in  a  position  to  manage  ite  own  small 
enterprises  vhich  are  to  deliver  batching  items  to  the  automotive  plants. 
Therefore  ZIL,  on  the  one  hand,  was  forced  to  include  these  enterprises  in  the 
association.  On  the  other  hand,  after  this  organizational  measure  it  was 
necessary  to  spend  its  own  money  on  the  development  of  these  plants  in  order 
to  bring  them  vp  to  the  necessary  level.  All  other  large  associations  were 
forced  to  do  the  same  thing.  And  it  could  be  no  other  way  nnder  conditions  in 
vhich  production  is  not  subordinate  to  the  consumer,  vhen  batching  becomes  a 
problem  for  the  enterprises. 

In  this  connection  there  is  a  predictable  question:  If  ZIL  had  not  been 
forced  to  engage  in  bringing  ip  the  rear  with  its  own  funds  and  forces,  woi^d 
the  branch  enterprises  have  had  enou^  forces,  money  and  engineering 
initiative  to  solve  the  problems  of  their  own  technical  development?  Prob^ly 
not.  The  ministry  would  have  had  to  take  responsibility  for  the  technical 
policy  for  the  develcpment  of  its  own  enterprises  which  produce  batching  items 
in  proportion  to  the  develcpment  of  the  branch.  The  ministries  do  not  deal 
with  this  sufficiently.  Hiey  mainly  distribute  the  funds  vhich  the  branch 
receives  for  technical  development,  and  ZIL  takes  responsibility  for 
predicting  technical  develcpment  and  sees  how  these  funds  are  used  in  the 
decisive  areas,  that  is,  it  performs  part  of  the  functions  of  branch 
management  but,  naturally,  on  the  scale  of  its  own  needs. 
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In  the  materials  of  the  selection  one  can  trace  one  more  line  of  this  aspect 
of  the  matter:  vhen  one  association  or  another  achieves  something  for  its  own 
goals  the  branch  can  utilize  the  result  for  the  benefit  of  other  enterprises, 
for  vhich  it  has  not  provided  as  much  in  the  hope  that  this  would  be  done  by 
the  large  collectives.  This  is  how  it  haj^jens  that  ZIL,  for  example,  had  to 
construct  a  new  casting  plant  for  its  own  needs,  vhose  capacities  will  be  i:ised 
for  producing  blank  pieces  for  other  associations  as  well. 

With  correct  expanded  r^roducticxi  on  ihe  basis  of  technical  develcpment  there 
should  be  no  one-time  tasks  for  radical  reconstruction  of  large  enterprises. 
But  today  the  reconstruction  of  mar^  of  our  largest  enterprises,  in  terms  of 
expenditures,  is  conparable  to  the  construction  of  new  ones,  and,  in  terms  of 
difficulty,  frequently  surpasses  it.  Ihe  reconstruction  of  ZIL  was  envisioned 
by  party  documents.  It  was  impossible  to  explain  and  justify  this  simply  by 
the  changeover  to  a  new  class  of  vehicles.  Of  course,  ZIL  is  beginning  to 
produce  an  improved  motor  vdiicle  with  a  diesel  engine,  but  ther?e  are  no 
principal  differences  in  the  technology  for  manufacturing  the  machines. 
Consequently,  it  was  a  matter  of  technical  reconstruction  of  an  enterprise, 
vhich  will  make  it  possible  to  raise  the  head  plant  to  a  new  technical  level. 
Reconstruction  is  only  intended  for  changing  over  to  new  machines.  With 
normal  technical  predictions  in  the  branch  this  work  ^ould  go  on  from  year  to 
year. 

Ihe  path  selected  by  ZIL  at  the  present  moment  is  the  only  realistic  path  for 
the  develcxponent  of  procJuction  capacities  vhich  it  neecSs.  The  economic 
mechanism  does  net  allcxw  it  any  ether  path,  such  as  combining  branch  plants  on 
its  own  bcxxks.  Thus  the  oenplex  production  association  is  an  inherent  need  of 
the  present  clay,  especially  in  machine  building,  vhere  there  is  a  very  high 
level  of  batching,  both  in  terms  of  the  proportion  in  the  procauction  cost  of 
the  products  and  in  terms  of  the  significance  in  the  technical  specifications 
of  the  items.  ZIL  is  a  prototype  here.  It  demonstrates  the  possible  forms  of 
changing  over  to  prcducticsi  complexes.  But  the  assexjiation's  gecxgraphy  is 
hardly  justified.  The  transportation  constituent  has  too  much  significance. 
ZIL  should  have  its  own  authority  and  funds  so  as  to  economically  concJucP 
i^pments  over  6,000  versts  (to  the  Chita  Branch).! 

Ihe  pexsition  occupied  ly  the  general  director  seems  very  impoi±ant  to  me.  He 
evaluates  the  branches  not  according  to  vhat  th^  are  now,  but  vhat  they  will 
be  in  10  years,  since  their  managers  are  concerned  about  maintaining  the 
technical  and  technological  basis  of  pieduction  from  vhich  they  "exctract”  both 
labor  prcductivity  and  profit.  This  direction  into  temorrow  is  typical  also 
of  the  econcanic  work  at  ZIL,  vhich  is  arranged  on  a  very  healthy  basis  of 
orientatican  toward  a  specific  motor  vehicle. 

Expansicmi  of  the  ri^ts  and  independence  of  the  enterprises  in  keying  with 
the  measures  being  takai  in  the  country  makes  it  recessary  to  note  another 
aspecjt  vhich  draws  attention  to  itself  in  the  materials  of  the  selection.  It 
is  typical  that  all  authors  are  unanimous  about  the  need  to  give  them  greater 
ind^endence  than  vhat  they  now  have.  This  exxmes  throo^  both  in  the 
conversation  with  the  gereral  director  and  in  the  articles  by  V.  V.  Novikov 
and  V.  I.  Sidorov.  But  the  same  thing  is  said  by  the  director  of  the  Smolensk 
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branch  regarding  the  management  of  the  association.  ^  Of  course  frequently  the 
limitations  placed  c»i  ranches  is  associated  with  their  lack  of  preparedness  to 
take  the  solution  to  problems  into  their  own  hands.  But  in  many  cases  there 
is  a  traditiCTi  of  management  of  industrial  enterprises  vhich  has  taken  form 
over  decades.  If  there  are  instructions  for  bonuses  that  are  mandatory  for 
the  head  plant,  they  must  also  be  extended  also  to  the  branches  and  reinforced 
in  internal  documents. 

Yet,  from  our  point  of  view,  even  within  a  single  association  vhich  has  all 
the  kind  products  one  cannot  utilize  the  same  devices  for  ma^gement 
influence  or  the  same  method  of  incentives  with  equal  effectiveness. 

from  the  selection  earaphasize  the  need  for  freedom  in  economic  and 
managerial  maneuvering. 

Tiita  idea  that  it  is  impossible  to  make  any  decision  (even  a  design  or 
technological  one)  without  a  sensible  economic  interpretation  of  current 
management  results  and  those  of  the  distant  future  is  absolutely  true,  and  ary 
executive  should  take  advantage  of  it.  And,  consequenUy,  in  ary  large 
subdivision  there  should  be  an  economic  unit--one  Individual  or  divisicai, 
depending  on  the  size  of  the  subdivisicn  and  the  tasks  facing  it.  I  agree 
with  A.  I.  Buzhinskiy  that  these  people  should  work  under  the  direct  guidance 
of  the  rihiftf  of  their  subdivision.  They  comprise  his  apparatus  and  his  staff. 
The  staff  for  economic  evalxration  of  decisions  that  are  made.  But  in  order  to 
make  intelligent  decisions  it  is  necessary  to  know  what  the  association  as  a 
\hole  is  doing  in  economics  and  it  is  necessary  to  be  methodologically 
associated  with  the  entire  economic  service.  Ihis  ^  the  case  at  ZIL.  To  be 
sure,  it  is  not  very  clear  how  many  economic  decisions  are  made  "from  below" 
and  are  "attached"  to  the  final  goals  of  the  association.  For  example,  ^  a 
subdivision  may  wish  to  reduce  the  production  cost  of  its  asseirbly  unit. 
Vfauld  this  be  useful  for  the  associaticai?  For  the  naticmal  eccanomy?  Perhaps 
it  is  better  to  increase  it  but  in  such  a  way  that  the  national  economy  would 
gain  from  increeusing  the  maximum  amount  of  mileage  or  other  indicator  of  the 
motor  vehicle.  This  problem  of  combining  the  interests  of  the  eissociation  and 
the  national  economy  must  be  resolved  at  ZIL  eis  well  as  at  other  enterprises. 
At  ZIL  there  is  the  hope  of  resolving  it.  While  providi^  unified 
methodological  guidance  of  economiic  units  in  the  production  subdivisions  a^ 
the  technical  services,  the  head  ecOTiomists  provide  goal  direction  for  this 
work. 

V.  I.  Sidorov  raises  problems  of  bookkeeping  in  an  interesting  way  in  his 
article.  I  should  like  to  note  that  the  normative  sj^tem  for  bookkeeping, 
vhich  is  a  necessity  today,  will  produce  no  return  unless  the  sphere  of  its 
epplication  is  limited  to  direct  ejpeni^tures.  At  ZIL  they  are  trying  to 
aobody  the  idea  of  normative  accounting  in  all  aspects  of  economic  life,  and  a 
good  deal  has  been  achieved  here  with  respect  to  acxxjunting  for  direct 
espenditures.  The  future  can  also  be  seen;  efficient  iregistration  of  causes 
of  deviation  and  their  analysis.  This  is  very  important,  since  today  maiy 
people  take  advantage  of  selective  analysis—vherever  there  is  trouble.  The 
second  task  facing  the  bcxjkkeepi^  service  is  to  expand  the  range  of 
normatives  and  to  account  for  expenditures  with  the  help  of  computers. 
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The  experience  in  economic  work  presented  in  this  selection  is  a  ijseful  school 
for  organizing  economic  activity  at  an  enterprise,  taking  the  specific 
features  of  one  production  or  another  into  account,  naturally. 

CX)PXREGHr;  Izdatelstvo  "Nauka",  "Ekonomika  i  organizatsiya  prorayshlennogo 
proizvodstva",  1986 
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KOUND  table  DTSaJSSIOT  HELD  C»I  OQNSUUnNG 

Novosibirsk  EtOKMEKA  I  ORSANIZATSIYA  EROMSTSHLENNOGO  HWIZVCOSTVA  (EKD)  in 
Russian  No  10,  Oct  86  pp  60-91 

[Rounl  t-aV>i«a  discussion  recorded  by  Ye.  Leonidova;  "How  Should  CJonsultmg 
Develop?"] 

[Text]  Ihe  program  for  accelerating  the  country's 
socioecoronic  development,  vftiioh  was  eeuomarked  by  tlie  27'Ui 
CPSU  C3ongress,  places  great  requirements  on  each  enterpri^ 
and  association.  Ihey  need  significant  assistance  in 
organizing  the  restructuring  of  producticai  on  the  intensive 
path  of  development.  Kfenagement  consulting  cian  be  an 
effective  form  of  this. 

A  good  deal  has  been  said  and  written  about  management 
CCTisulting  in  recent  years  but  it  has  not  become 
significantly  wide^read  yet,  even  thou^  the  EKO  itail 
^ows  a  considerable  interest  in  its  pirtolems.  iherefoire 
the  editorial  staff  has  decided  to  gath^  at  the  "round 
table"  scholars,  specialists  in  consulting,  managers  of 
enterprises  and  representatives  of  planning  and  management 
agencies  in  order  to  discuss  the  question  of  vhat  needs  to 
be  done  in  order  for  management  consulting  to  become  a  reed, 
force.  Ihe  discussion  was  led  by  the  editor  in  ohief  of 
EHO,  Academician  A.  G.  Agaribegyan. 

Participating  in  the  discussion  were; 

G.  G.  Abramishvili,  Doctor  of  Economic  Sciences,  Professor,  McscoW  State 
Institute  of  International  Relations; 

E.  P.  Dzhugeli,  Doctor  of  Economic  Sciences,  Professor,  Department  Head  of  the 
Institute  of  Management  of  the  National  Economy,  Tbilisi; 

Ya.  A.  Leymarmi,  candidate  of  Economic  Scioioes,  Directed  for  Sci^Kse  of  the 
Special  Design  Bureau  of  Systems  and  Methods  of  Management  of  the  Estonian  SSR 
(Ministry  of  Li^t  Industry,  Tallinn) ; 
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A.  Ye.  Luzin,  Candidate  of  Ecranomic  Sciences,  Senior  Scientific  Association 
at  Moscow  State  University; 

N.  Ya.  Makaiw,  Candidate  of  Economic  Sciences,  Moscow; 

S.  T.  Pachin,  Chief  of  the  Oblast  Administration  of  Local  Industry, 
Aktyubinsk; 

I.  I.  Prokopenko,  Candidate  of  Economic  Sciences,  Senior  Scientific  Associate 
of  the  Institute  of  Economics  of  the  Acadenoy  of  Sciences  of  the  UkrSSR,  Kiev; 

N.  A.  Starov,  Candidate  of  Economic  Sciences,  Department  of  Management  Labor 
and  Business  of  Moscow  State  Historical  Archives  Institute; 

R.  R.  Suleymanov,  Candidate  of  Economic  Sciences,  Deputy  Chief  of  the  Zonal 
Center  for  Scientific  Organization  of  Labor  of  the  Ministry  of  Civil  Aviation, 
Novosibirsk; 

Yu.  I.  lychkov.  Doctor  of  Economic  Sciences,  Member  of  the  Editorial  Board  of 
the  Magazine  EKO; 

M.  Ya.  Khabalcuk,  Doctor  of  Economic  Sciences,  Department  Chief  of  the 
Institute  for  Increasing  Qualifications  Under  the  Estonian  SSR  Coxmcil  of 
Ministers,  Tallinn; 

I.  P.  Shkurentoo,  General  Director  of  the  Aktyubrentgen  Association, 
Aktyubinsk; 

R.  K.  Yuksbyarav,  Doctor  of  Economic  Sciences,  Department  Head  of  the 
Polytechnical  Institute,  Tallinn; 

G.  A.  Yavlinskiy,  Deputy  Chief  of  the  Division  for  Irtproving  Management  of  the 
USSR  State  Committee  for  Labor  and  Social  Problems,  Moscow. 

We  offer  for  your  attention  an  abbreviated  text  of  the  discussion. 

A.  G.  Aganbegyan:  We  wi^  to  conduct  a  free,  careative  discussion  of  questions 
of  management  consulting,  of  course,  in  connection  with  crucial  practical 
tasks  for  accelerating  scientific  and  technical  prcgress  and  all  socioeconomic 
develcpnent.  Consulting  has  not  produced  any  effect  yet  becaxise  the 

organizations  engaged  in  it  have  not  been  developed  and  their  status  has  not 
been  determined  or  legitimized.  And  also  various  meanings  are  included  in  the 
concept  •'management  consulting." 

In  our  round  table  discussion  today  we  should  like  to  clarify  these  issues. 
We  must  point  out  very  clearly  vhat  effect  can  be  produced  ly  consulting,  vhat 
organizations  are  needed  and  what  their  status  should  be.  Of  course,  the  most 
convincing  thing  would  be  an  analysis  of  real  experience.  Even  if  formally 
there  are  no  organizations  vhich  could  be  officially  called  management 
consulting  organizations,  there  are  various  scientific  research  institutes, 
hi^er  educational  Institutions  and  special  design  bureax;is  vhich  do  management 
consulting.  We  know  that  some  of  you  have  provided  consulting  and  others  have 
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apVPfi  (consultants  to  your  enterprises  and  worked  together.  We  ^ould  like  to 
rely  on  this  e>^)erienoe.  This  will  be  convincing  and  interesting.  It  is 
neccessary  to  ancilyze  the  practi(3al  steps  and  draw  praci^ical  (xmclusions  from 
them. 

How  To  Interest  and  How  To  Help  People? 

I.  P.  Shkurenko:  I  decided  to  be  the  first  to  speak  bemuse  the  Aktyubrentgen 
Association*  has  a  certain  amount  of  experience  in  interacting  with 
consultants,  although  this  was  our  first  e>^)erien(ce  and  it  was  prob^ly 
rou^:  the  brigade  of  EKD  ej^erts  was  just  feeling  ^  about  for  possible 
p-j-jj^Qjples  of  cooperation  between  (consultants  and  producction  workers. 

Allow  me  to  ej^ress  iry  de^  (convi(ction  that  management  (consulting  is 
absolutely  necessary.  This  is  illustrated  by  the  pra(ctice  of  any  enterprise. 
As  a  rule,  technical  problems  are  diagnosed  fairly  (guicckly,  vhether  they  be 
imperfection  of  designs  breakdowns  in  te(chnolo^  or  poor  equality.  ^  Diagnccsing 
problems  in  management  is  considerably  more  difficult.  One’s  view  of  one’s 
own  problems  is  always  clouded,  and  it  is  difficult  to  evaluate  one’s  own 
level  of  management.  This  is  vhy  it  is  necessary  to  take  a  fre^  look  from 
the  outside,  even  if  this  opinion  is  not  always  pleasant  to  the  manager's 
feelings  about  himself,  and  even  if  he  does  not  always  agree  with  the 
conclusions  and  does  not  accccept  and  a(ct  on  all  of  the  suggestions.  But  there 
is  food  for  thought,  and  subsequently  the  existing  ex^ience  in  managem^t 
and  problems  that  are  waiting  to  be  solved  will  do  their  own  work.  He  will 
utilize  the  best  advice. 

The  variant  of  consulting  is  coii^rehensive  researcch.  OMs  is 
precontracctual  investigation  of  the  enterprise  in  various  areas,  preferably 
all  of  them.  Then  cxxnes  the  development  hypotheses  atx^t  weak  spots.  It 
jupxa-mct  to  me  that  during  the  course  of  a  brief  survey  it  is  impossible  to 
really  reveal  the  "bottleneccks." 

We  have  a  (certain  amount  of  esperience  in  (conpr^ensive  w(crk  with  the  Alma-Ata 
Polyte(chni(cal  Institute.  The  brigade  is  headed  by  the  chief  of  the  faculty  of 
economi(3s  and  organization  of  industrial  proc^ction,  and  he  has  many  graduate 
students.  The  brigade  s(cnpulously  digs  into  all  of  (cur  problesms  and  then 
generalizes  its  observations  and  gives  suggestions.  Then  it  again  looks  to 
see  vdiat  has  happened,  thinks  about  it,  and  makes  adjustments.  The  process 
turns  out  to  be  lengthy. 

EKO:  But  is  there  an  effect  fr(cm  this? 

Answer:  Undoubtedly! 

Z.  P.  Dzhugeli:  Still  it  is  doubtful  that  consulting  ^otdd  last  for  years. 
Do  you  not  agree? 

I.  p.  shkurenko;  In  my  opinion,  conprehensive  investigation  re(3uires  a  long 
time,  and  then  it  takes  a  long  time  to  carry  out  the  suggestions. 
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G.  A.  Yavlinskiy:  How  do  you  evaluate  the  responsibility  of  the  cx>nsultants 
to  the  enterprise?  The  e}^>ert  has  ccaisulted,  he  has  been  paid  and  it  has 
turned  out  that  he  has  made  a  mistalce  and  inst^d  of  good  he  has  caused  harm? 

I.  P.  SShkurenitoo:  lAifortunately  or  not  unfortunately,  tp  to  this  point  the 
oora^ting  activity  in  our  association  has  been  conducted  not  on  a  monetary 
basis,  but  imcier  agreements  for  cooperation.  I  think  that  this  is  incorrect. 
But  so^  far  there  are  no  professional  consultants.  Only  vhen  management 
consulting  is  placed  on  a  ooet-aooounting  basis  will  it  be  possible  to  speak 
about  dcmplete  responsibility.  Of  course  one  must  pay  according  to  the  result. 

G.  A.  Yavlinskiy:  Well,  anyway — vhat  if  the  result  is  negative? 

I.  P.  Shkuralko:  It  will  probably  be  possible  to  avoid  this. 

ERD:  Ihe  consultant  only  gives  recOramenaations.  He  does  not  have  ai^  power. 
Die  suggestions  are  carried  out  by  the  enterprises  and  they  have  the  ri^t  to 
aoo^jt  car  not  to  aoc!^>t  the  suggestions. 

A.  Ye.  luzin:  Ihe  main  role  of  ocnsultants  is  to  help  in  the  introduction  of 
certain  management  innovations.  Hie  consultant  is  a  person  vho  takes  a  suit 
that  is  basted  with  vdiite  threads  cai  a  mannequin  and,  figuratively  ipeaking, 
tailors  it  to  fit  the  client.  But  it  does  not  take  years!  The  advantage  of 
the  consultant  is  that  in  a  year  he  works  for  dozens  of  enterprises,  perhaps 
30-50.  Naturally,  vhile  giving  sonething  to  each  one,  he  also  gains 
knowledge.  He  is  like  a  bee  that  flies  jErom  flower  to  flower,  gathers  nectar 
ecid  tl^  produces  excellent  hon^.  His  rx)le  is  precisely  that  of  transferring 
ejperlenoe,  having  Ihe  ability  to  alter  standard  developments  to  fit  the 
cxsnditicns  of  a  given  enterprise. 

The  uniqueness  of  the  ocsisultants*  service  is  that  each  consultant  accumulates 
a  simply  of  soluticsr^  to  the  most  typical  problems  that  have  been  tested  in 
practice  and  that  he  Is  capable  of  helping  the  management  of  the  enterprise 
receiving  the  consulting  in  ad^jting  a  prepared  solution  to  the  ^jecific 
features  of  the  given  situatLcai. 

Bie  nature  of  the  interacticmis  between  the  consultant  and  the  client  can  be 
descaribed  in  the  words  of  a  proverb:  "Two  pecple  sitting  in  the  same  boat 
will  not  poke  a  hole  in  it.”  When  the  plan  for  innovaticais  is  realized 
throu^  joint  efforts  of  the  consultant  and  personnel  of  the  organization, 
success  is  guaranteed. 

S.  T.  Pachin:  Dozens  of  organizations  a  year....  This  approach  makes  me 
doubtful.  True,  it  would  seem  that  one  could  not  simply  set  a  deadline. 
Everything  d^jends  on  the  problems  that  are  raised.  Of  course  if  a  client 
formulates  precisely  a  concrete  request,  the  consultant  can  quickly  conduct  a 
diagnosis  eind  tell  the  manager  how  he  must  act. 

Let  us  take  this  problem.  A  manager  has  to  counteract  external  factors,  many 
external  circumstances  are  exerting  pressure  on  him  and  impeding  his  work.  I 
do  not  wish  to  say  that  there  are  no  ways  of  protecting  him  against  these. 
But  the  opinion  of  a  consultant  would  also  be  laseful  here. 
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It  has  been  suggested  that  our  oblast  change  the  structure  of  local  industry. 
I  am  not  100  percent  convinced  that  this  is  correct.  We  have  select^  our 
direction  and  there  was  no  one  with  vhom  to  consult,  at  least  not  in  our 
region. 

N.  A.  Starov:  Management  consulting  is  an  itrportant  function  vihich  is  the 
binding  link  between  scientific  investigation  of  a  pircblQtti,  advanced 
experience  in  the  area  of  streamlining  management  and  existing  practice.  If 
the  consultant  is  ccmpeired  to  a  bee,  then,  develcping  '^e  analogy,  the 
consultation  center  at  the  VUZ,  scientific  resean^  institute  or  institute  for 
increasing  qualifications  is  a  kind  of  hive  in  vAiich  information  about 
advanced  methods  and  forms  of  management  is  collected  and  the  bearers  of  this 
informational  wealth. 

The  Moscow  State  Historical  Archive  Institute  has  created  a  consultation 
center  for  organization  of  management  labor  and  business.  Consultation 
service  for  industry  are  rendered  by  departments  of  the  MTO  imeni  lomonosov, 
the  mternational  Scientific  Research  Institute  of  Management  Problems,  the 
All-Union  Scientific  Research  Institute  of  System  Resarch,  the  Moscow 
Institute  of  Management  iraeni  S.  Ordzhonikidz,  the  "Tallinn”  Polytechnical 
Institute,  Interr^jublic  Institutes  for  increasing  qualifications  of  -^e 
Estonian  and  Lithuanian  SSR's,  the  PKB  of  management  ^sterns  of  the  Estonian 
SSR  Ministry  of  Light  Industry,  the  Institute  of  Economics  and  Organization  of 
Industrial  Production  of  the  Siberian  Branch  of  the  USSR  Academy  of  Sciences, 
and  otdier  institutions. 

A.  Ye.  luzin:  Yes,  our  country  has  accumulated  a  certain  amount  of  experience 
in  management  consulting  activity:  Soviet  consultants  have  worked  for  hundreds 
of  enterprises  both  in  this  country  and  abroad;  there  are  a  number  of 
specialists  vho  have  undergone  training  in  training  centers  of  the  leading 
consulting  firms  of  the  world  and  have  the  necessary  knowledge  for^  training 
Soviet  consultants;  several  monographs  and  dozens  pf  articles  on  this  subject 
have  been  publi^ed,  and  there  are  several  consulting  grovps  functioning . 
This  activity  has  been  developed  especially  in  the  Estonian  SSR.  But  on  the 
scale  of  the  entire  country  it  does  not  yet  cover  even  one-lOOth  of  a  percent 
of  the  real  needs.  And  it  is  not,  as  certain  scientists  think,  that  in  our 
comtry  we  simply  do  not  use  the  term  "management  consulting,"  although  there 
really  is  an  Institute  for  Management  Consultants  in  existence,  particularly 
scientific  and  training  institutions  and  centers  for  scientific  organization 
of  labor.  Still,  in  the  majority  of  cases  their  activity  cannot  be  called 
consulting.  Research  conducted  at  the  request  of  enterprises,  as  a  rule, 
takes  months  and  frequently  even  years,  vhile  similar  work^  by  foreign 
consultants  is  done  in  a  cocple  of  weeks.  The  cost  of  identical  applied 
economic  research  in  terms  of  the  practical  outcome  is  2-5  times  greater  than 
the  cost  of  the  work  done  ly  consultants.  Social  and  psychological  problems 
having  to  do  with  introducing  comprehensive  innovations,  which  are  esp^ially 
important  in  this  stage,  fall  completely  outside  the  field  of  vision  of 
existing  institutes.  Our  directors  have  practically  no  possibilities  of 
obtaining  efficient,  confidential  consulting  assistants  from  high-ranking 
professional  specialists  viho  have  a  good  theoretical  background  and  esperience 
in  solving  similar  problems  in  other  organizations. 
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Yu.  I.  TycWcov;  Since  I  have  managed  to  play  both  roles — ^to  vjork  as  a 
consultant  at  the  Pavlodar  Tractor  Association  and  be  the  one  receiving 
consulting — have  tried  to  think  about  consultant  activity  finom  both  sides. 
From  conversations  with  certain  directors  I  have  received  the  iitpression  that 
they  do  not  sense  a  real  need  for  consultation.  Moreover,  if  certain  of  them 
even  to  make  contact  with  ej^jerts,  they  have  a  certain  amount  of 
skepticism  regarding  the  results  of  these  contacts,  vhich  conplicates  the  work 
of  the  consultant.  The  first  thing  a  consultant  or  grai:^)  of  consultants 
^iculd  do  %hen  ccmmunicating  with  a  cdient  is  convince  him  of  the  usefulness 
of  the  activity,  and  not  with  references  to  foreign  experience,  but  ufiing 
examples  of  actual  useful  activity  in  our  country.  Ihere  are  not  mary  of 
these  examples  but  they  do  exist. 

The  second  thing  is  also  f3xm  my  ejperience  of  playing  both  roles:  the 
consultant  must  be  extremely  candidate  but,  vhile  being  candid,  he  must  be 
extremely  tactful,  and  this  is  alrea^  an  art  of  behavior.  Sometimes  one 
wjj^es  to  call  things  as  th^  really  are  but  it  is  necessary  to  think  about 
the  consequences  and  restrain  oneself  so  as  not  to  offend  the  client. 
Otherwise  the  vhole  job  can  be  i^xsiled.  It  is  good  if  the  ejqpert  tries  to 
find  something  positive  in  the  organization,  and  in  conversations  with  the  top 
official  he  should  begin  with  this,  and  then  say — "But  I  could  not  help  but 
not...."  A  conversation  that  is  begun  with  a  negative  immediately  evokes  a 
reaction  of  resistance.  And,  after  all,  the  client  ^ould  win  pecple  over  and 
gain  their  confiderKse.  What,  in  my  opinion,  could  be  the  classification  in 
consultation  acrtivity?  It  sees  to  me  that  it  is  possible  to  single  out  three 
kinds  of  consultation.  The  first  is  methodological  transportation.  This  is 
vhere  at  one  time  we  began  with  our  interaction  with  the  sociologist,  vhen  we 
turned  to  him  with  guesti<mis  regarding  the  organization  of  contract  brigades. 
We  thouc^t  that  we  knew  how  to  solve  the  pr(±)lem.  But  it  turned  out  that  we 
were  metdiodologically  urpr^)ared. 

Another  kind  of  consultation  assistance  for  the  enterprise  is  drawing  up  a 
long-term  strategy  for  development.  Ihis,  in  ny  opinion,  is  the  most 
ccnplicated  kind  of  consulting,  which  requires  the  hi^  qualifications  of  an 
ejpert  who  must  also  have  practical  experience  behind  him. 

And  the  third  kind  is  special-purpose  consulting,  vhen  there  is  some  problem 
that  is  more  or  less  particular  and  advice  is  needed  as  to  how  to  solve  it. 

If  one  proceeds  from  this  classification  it  is  possible  to  make  various 
demands  on  the  consultants  and  the  method  of  their  work.  In  the  first  case, 
the  methodologist  consultant  ^ould  be  a  theoretician.  In  the  second  case,  it 
^lould  be  an  expert  with  a  very  large  amount  of  practical  ejperience  bdiind 
him.  In  the  third  case  it  should  be  a  consultant  who  specializes  in  a 
particular  problem. 

A.  Ye.  luzin:  World  eiperienoe  shows  that  the  sphere  of  the  consultant's 
activi'ty  does  not  have  clearly  markedd  boundaries.  It  is  now  practically 
impossible  to  find  a  management  problem  which  all  consultants  would  take  on. 
If  one  were  to  look  at  the  activity  of  consultants  through  the  prism  of  the 
basic  roles  they  play,  it  would  be  especially  possible  to  single  out  the  three 


main  roles:  tiie  e>5)ert,  the  ^jecialist  in  tlie  process  of  change,  and  the 
diagnostician . 

Traditionally  the  consultant  has  filled  the  role  of  an  e}5)ert,  that  is,  a 
specialist  vAio  claims  to  have  profound  knowledge  of  problems  of  organization 
and  management.  The  work  has  amounted  to  conducting  an  analysis  and 
submitting  a  rqxsrt  with  a  set  of  recommendations.  But  world  practice  ^ows 
that  at  least  three-fourths  of  these  recommendations  are  never  introduced  auto 
practice.  The  reason  is  that  there  is  not  enou^  time  to  delve  deeply  into 
the  existing  problems  and  offer  advice  in  a  gene^  form.  In  the  magority  of 
in  our  country  scientists  vSio  ai^ender  assistance  to  organizations  an 
•improving  management  aa?e  still  guided  by  this  model. 

But  there  are  still  good  ideas,  even  without  consult^ts:  "toe  basic  paroblem 
consists  in  realizing  them.  The  consultant  is  a  specialist  in  a  part>oe^  or, 
as  he  is  frequently  called,  an  "agent  of  change,"  st^jpress^  his  cum 

desire  to  caarary  out  only  his  own  idea  aaid  use  it  as  a  basis  for  his 
recommendation,  he  must  concentrate  all  his  efforts  on  rendering  assistance  to 
the  organization  in  mobilizing  resouixes. 

The  third  role  is  that  of  the  consultant-diagnostician.  In  principle,  ^ 
serious  work  ^ould  iaiclxade  diagnosis.  Fairly  frequently  organizations  ^ist 
consultants  to  solve  secondaary  pa^oblems  and  not  basic  ones .  Conducting  a 
diagnosis  makes  it  possible  to  reveal  the  oitire  totality  of  problems  and 
their  interconnections  and  edso  to  determine  priorities. 

On  What  Does  the  Demand  for  Consulting  Depend? 

R.  R.  Suleymanov:  Does  it  not  seem  to  you,  Yuriy  Igorevich,  that  certain 
managers  are  in  no  hurry  to  a^  for  management  consulting  for  fear  of  losing 
their  authority?  And  the  second  question;  Are  they  not  afraid  that  during 
consulting  reserves  will  be  revealed  and  the  enterprise  mi^t  suffer  from 
this? 


Yu.  I.  Tychkov;  I  think  that  such  doubts  exist.  The  managers  understand  that 
any  consulting  will  reveal  reserves  and,  of  course,  they  are  afraid  that  this 
will  be  made  available  not  only  to  them,  but  also  to  others. 

I.  P.  Skurenko:  Why  others?  Is  the  consultant  going  to  go  to  the  ministry 
with  this? 

Yu.  I.  Tychkov:  In  all  prchability,  no.  The  consultant's  etMcs  do  not  allw 
him  to  report  anyvhere  the  information  that  has  been  given  to  him  ^  in 
confidence.  But  still  the  manager  is  afraid  that  production  reserves  will 
become  public  and  this  will  cause  certain  complications. 

R,  K.  Yuksvyarav;  The  code  of  the  consultant  stipulates  that  he  must  be  able 
to  be  silent.  The  clients  have  their  large  and  small  secxcets  and  the 
consultants  must  not  ejqpose  them.  In  essence,  this  is  also  how  they  act.  I 
am  speaking  on  the  basis  of  my  own  20  years  of  experience  in  consulting.  In 
our  republic  we  have  tried  to  create  a  code  for  th®  consultant,  and  now  we  are 
using  it. 
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G.  G.  Abramishvili:  It  seems  to  me  that  the  skeptical  attitude  on  the  part  of 
certain  managers  toward  consiiLting  is  caused  the  lack  of  development  of 
this  practice.  Ifenageraent  personnel  do  not  have  an  idea  of  viiat  they  can 
gain. .  ' 

I.  I.  Erokoperikp:  I  think  you  are  right.  Unfortunately,  i:p  to  this  point  I 
do  more  consulting  activity  abroad  than  in  the  Soviet  Union.  The  demand  for 
consulting  is  gi^ter  there  than  it  is  here. 

Why  are  we  not  developing  this  kind  of  activity.  I  see  the  most  significant 
reason  in  the  lack;  of  a  need.  Today  the  situation  is  changing  favorably 
because  of  the  e>5)ansion  of  the  ri^ts  and  responsibilities  of  the 
enterprises.  For  a  long  time  the  enterprises  were  generally  not  interested  in 
consulting,  and,  moreover,  they  were  not  interested  in  new  technical 
equipment,  in  utilizir^  reserves  or  in  adc^ting  difficult  plans  becax:ise  the 
greater  their  achievements  were,  the  more  rapidly  the  planning  assignments 
increased  and  the  leading  collectives  ended  up  in  the  worst  position.  This  is 
the  first  econcmic  factor,  that  closed  off  the  need  for  consulting.  And  since 
there  was  no  demand,  there  was  no  practice  in  this  activity. 

During  the  1960 's  consulting  work  began  actively  because  of  the  economic 
reform.  Certain  enterprises  decided  to  keep  internal  consultants.  But  then 
they  came  to  the  conclusion  that  it  was  costly  and  unnecessary  to  maintain  a 
consultant  at  the  enterprise. 

I  do  not  believe  in  internal  consulting.  If  a  group  of  experts  is  formed  into 
a  special  subdivision,  it  soon  ceeises  to  be  original,  it  is  built  into  the 
existing  structure,  it  fails  to  notice  a  good  deal,  and  it  enters  into  formal 
and  informal  communications  (incidentally,  this  is  taJdng  place  in  the  West  as 
well  and  therefore  they  are  looking  for  more  consultants  on  the  outside) .  But 
I  believe  in  tenoporary  target  groups  vhidh  are  especially  created  at  the 
enterprise  for  solving  some  particular  management  problem.  Such  groups  can 
work  successfully  with  consultants  brought  in  frcrni  the  outside. 

A  second  serious  problem.  The  director  does  not  always  have  the  possibility 
of  acting  on  the  suggestions  of  the  consultants,  for  exairple,  changing  the 
structure  or  the  staff.  The  director  should  coordinate  this  with  the  State 
Committee  for  Labor  and  Social  Problems  and  with  other  organizations.  He 
cannot  depart  from  the  wage  fund,  wage  rates  or  salaries.  He  cannot  even  take 
minor  recommendations  from  the  consultant  concerning  the  technology  of 
management,  planning  and  so  forth.  And  yet  the  main  thing  is  the  general 
problems  of  improving  the  work  of  the  collective,  training  and  payment. 

There  is  also  the  psychological  aspect  of  this  difficulty.  It  is  impossible 
to  conduct  a  diagnosis,  specially  vhen  the  consultant  has  to  involve  a  large 
numiber  of  personnel,  if  he  is  not  convinced  that  the  director  has  the  right 
and  the  possibility  of  following  his  recommendations.  Imagine  that  a 
questionnaire  is  used  for  diagnosis.  In  the  questionnaire  they  focus 
attention  on  certain  shortccmungs.  People  vho  fill  out  the  questionnaire  see 
that  nothing  is  changing.  This  can  have  negative  consequences. 
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I  have  had  cases  in  \idiicii  the  suggestions  were  not  utilized.  ^In  one 
scientific  and  technical  coniplex  vhere  I  was  invited  for  consulting  ^with  the 
deputy  director,  having  completed  Ihe  stage  of  diagnosis  ^  I  was  convinced  that 
the  collective  had  practically  no  horizontal  oomraunications.  In  order  to 
solve  any  problem  the  workers  have  to  go  up  in  the  hierarchy  ri^t  xp  to  the 
deputy  directors.  The  strategic  goals  of  the  organization  were  not  clarified. 
We  discovered  that  there  was  an  inability  to  plan,  organize  and  manage. 
Scientific  workers  used  more  than  40  percent  of  their  time  for  work  not  in 
their  specialty  and  were  ewployed  in  jobs  that  could  be  done  by  any  laboratory 
worker  with  a  lOth-grade  education.  More  than  half  of  the  managers  had  no 
specialized  managerial  education  and  had  not  undergcne  management  retraining 
in  institutes  for  increasing  qualificaticns. 

A  corapr^ensive  method  was  suggested  for  changing  Ihe  organizational 
structure,  the  functicxial  ties  and  the  training  of  personnel.  How  was  it  to 
be  realized?  Prchlems  of  changing  wag^  and  structure  are  not  ccmpletely 
within  the  framework  of  the  capabilities  of  the  director.  They  began 
consulting  with  the  ministry.  The  trade  union  objected  to  differentiation  of 
wages.... 

I.  P.  Shkurenko:  You  were  qpeaking  about  minor  ri^ts  frcm  stan^int  of 
the  structure,  staff  and  wages.  Perhaps  you  were  dealing  with  an  institute 
which  was  very  strictly  formalized?  But  in  general  noboc^  prohibits 
manipulation  with  respect  to  the  structure. 

I.  I.  Prokopenko;  That  is  not  quite  true.  This  is  a  large  scientific  and 
technical  ccraplex.  But  it  had  no  restrictions  on  staff  or  wages.  New,  aft^ 
the  adeption  of  the  decree  concerning  inproving  wages  of  workers  of  ^ientific 
research  institutes,  design  bureaus  and  planning  institutes,  the  ri^ts  have 
been  expanded.  And  I  think  that  managers  of  the  oonplex  will  take  advantage 
of  a  favorable  situation  in  order  to  realize  the  ideas  that  have  been 
proposed. 

M.  Ya.  Khabakuk:  I  have  been  working  in  the  eirea  of  consulting  for  more  than 
15  years.  At  first  we  did  not  have  very  marr^  orders  either.  It  was  necessary 
to  look  for  enterprises  \hich  would  agree  to  take  advantage  of  our 
suggestions.  At  the  present  time  in  Estonia  the  market  for  management 
consulting  has  increased  so  much  that  Estonian  consultants  can  satisfy  only 
one-third  of  the  demand.  And  90  percent  of  our  clients  are  enterprises  and 
associations  vhile  10  percent  are  central  agencies  of  the  republic.  In  99  out 
of  100  cases  the  managers  themselves  come  to  us  with  orders.  Periiaps  only  1 
percent  of  the  contacts  arise  vhen  the  consultant  would  be  interested^  in 
obtaining  an  order  from  some  organization  and  he  himself  offers  his  services 
to  this  organization. 

As  coitpared  to  the  experience  in  consulting  in  Pavlodar  in  Aktyubinsk,  vhich 
has  been  written  about  in  EKD  [footnote  1]  the  work  is  conducted  more  rapidly. 

My  practice  has  shown  that  30  percent  of  the  orders  are  of  the  classic  type; 
the  organizational  structure,  refinement  of  the  division  of  labor,  procedural 
analysis  and  so  forth;  20  percent  are  strategy  for  the  development  of  tee 
organization;  10  percent  are  diagnosis,  vhen  a  fresh  person  comes  from  outside 
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and  takes  a  look;  10  percent  are  for  trainir^,  and  all  the  rest  make  i:^  30 
percent. 

Our  neighbots  aarx^ss  the  gulf,  the  Finns,  are  developing  100  areas  of 
consultation,  and  we  can  work  in  20  areas.  Our  institute  for  increasing 
qualifications  under  the  republic's  Council  of  Ministers  has  approximately  50 
orders  a  year.  Almost  all  of  them  are  minor  ones  and  there  are  perhaps  3  or  4 
large  ones.  Ihe  methods  our  consultants  use  are  mainly  these:  interviews, 
analysis  of  documents,  and  dDservations.  There  is  no  great  difference  here— 
the  same  methods  are  i:ised  by  managers  vdien  preparing  to  adopt  any  decision. 
But  the  fact  is  that  vAien  we  conduct  an  intervi^  we  conduct  observations  at 
the  same  time.  We  are  interested  not  only  in  vhat  the  manager  says,  but  also 
in  how  he  says  it.  Of  course  there  are  also  special  methods:  questionnaires, 
"brainstorming"  and  so  forth. 

We  are  not  advocating  using  any  especially  complicated  methods  with 
mathematical  software  vhidh  require  a  great  deal  of  time.  If  it  takes  too 
long  to  examine  a  patient,  either  he  gets  well  on  his  own  or  he  dies.  The 
situation  changes  rapidly. 

N.  A.  Starcv:  Progressive  managers  are  taking  advantage  of  the  assistance  of 
management  consultants.  This  is  confirmed  by  the  Estonian  experience,  the 
work  of  EKD  brigades  in  Aktyubinsk  and  Pavlodar,  as  well  as  our  observations. 

When  throu^  the  efforts  of  the  dean  of  faculty  of  state  business.  Docent  V. 
S.  Mingalev  and  Prof  L.  V.  Kotin,  at  the  Moscow  Historical  Archives  Institute 
a  consultation  center  was  created  for  organization  of  management  labor  and 
business,  from  the  example  of  its  work  we  were  convinced  of  how  great  the  need 
for  consulting  is.  The  informational  letter  we  send  out  concerning  the 
subject  matter  for  consultation  and  the  forms  of  the  center's  work  in  just  one 
branch — ^the  chemical  industry — gave  rise  to  an  influx  of  hundreds  of  letters 
requesting  that  various  services  be  rendered,  beginning  with  courses  at  the 
center  and  ending  with  invitations  to  consult^ts  to  local  areas,  right  down 
to  Khabarovsk  Kray. 

EKO:  Judging  from  oirr  mail,  there  are  many  requests  for  consulting.  But  one 
mnjst  keep  in  mind  that  the  demand  also  generates  supply.  And  there  are  almost 
offers  for  consulting  in  the  mail. 

E.  P.  Dzhugeli:  Imagine  this  picture:  Five-6  years  ago,  in  the  center  of 
Tbilisi  they  constructed  several  large  buildings  with  the  common  sign 
"Consulting  Firm,"  and  even  if  they  had  advertised  that  the  plan  consults  on 
economic  prcfclems — ^not  a  single  manager  would  have  gone  there.  I  assure  you. 
But  in  recent  years  the  situation  has  become  quite  different.  I  can  esplain 
this  by  the  fact  that  the  level  of  economic  thinking  has  risen.  Economic 
e>perimentation  is  being  conducted  on  a  broad  front.  The  managers  now  have 
incentives  to  go  for  consultation.  We  are  feeling  this  every  day.  The  people 
have  begun  to  look  at  problems  differently.  The  republic  is  preparing  for  the 
creation  of  a  consultation  organization. 

Institutes  for  increasing  qualifications,  such  centers  as  the  one  in  the 
Siberian  Branch  of  the  USSR  Academy  of  Sciences  and  such  a  closed  system  as  in 
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a  can  becxatne  the  organizational  basis  for  the  creation  of  consultation 

firms. 


N.  Ya.  Makarov;  The  demand  for  management  consulting  would  grow  even  more  if 
it  were  linked  to  concrete  problems  that  are  crucial  to  our  society.  One  of 
these  prctolems  could  be  the  changeover  to  the  new  conditions  of  management. 
In  1984  five  branches  were  operating  under  the  conditions  of  the  large-scale 
economic  expermsr±,  in  1985  they  were  joined  by  20  more,  and  since  1986  a 
considerable  proportion  of  the  branches  have  been  working  under  the  new 
conditions.  But  here  in  the  local  areas  you  will  understand  that  there  are 
very  many  issues  that  the  people  do  not  undeirstand.  I  became  convinced  of 
this  vhen  visiting  Blagove^chensk  and  Khabarovsk.  For  the  Siberians  and  Far 
Easterners  are  not  always  able  to  go  for  training,  vhich  is  conducted  by  the 
ministry.  They  have  a  great  Portage  of  local  consulting. 

R.  R.  Suleymanov:  Today  a  manager  of  a  local  unit  is  squeezed  within  the 
framework  of  instructions,  guidelines,  and  orders,  so  he  camot  take  a  single 
step  ind^jendently.  But  if  a  writer,  a  cxaraposer,  an  artist  or  any^  other 
creative  person  were  expected  to  work  in  such  a  framework  and  he  were  given  an 
assignment  to  create  something,  I  think  that  mankind  would  hever  have  received 
works  of  vhich  we  can  be  proud. 

An  enterprise  has  a  very  large  number  of  planning  indicators.  Imagine  vhat 
would  happen  if  an  aircraft  pilot  were  told  that  he  must  fly  to  several  points 
(all  at  the  same  time) .  The  absurdity  of  such  an  instruction  is  obvious.  But 
yet  this  is  the  situation  in  vhich  the  manager  ends  rp  vhen  he  tries  to  meet 
all  of  the  indicators.  As  soon  as  you  begin  to  pay  attention  to  one,  another 
one  immediately  "pops  up." 

We  are  attenpting  along  with  an  aviation  enterprise  to  create  a  ccmpr^ei^ive 
system  for  control  and  to  reduce  the  work  of  all  subdivisions  to  a  unified 
mechanism.  In  aviation  the  functions  of  each  service — flight,  technical, 
passenger  and  cargo,  and  so  forth — are  strictly  regulated.  But  there  is  no 
concept  of  management  of  the  work  of  an  aviation  enterprise  as  a  vhole.  We 
are  trying  to  create  this  and  to  realize  it  in  practice. 

So  far  not  many  aviation  enterprises  are  lowing  an  interest  in  consulting. 
The  demand  for  consultants  demands  largely  on  purely  subjective  factors,  above 
all  on  the  attitude  of  the  manager  of  the  enterprise.  It  is  appropriate^  to 
note  that  aviation  is  a  quite  new,  unusual  branch  for  management  consultir^. 
Yet  certain  enterprises  have  alrea^  managed  to  develcp  a  taste  for  work  with 
consultants.  Management  personnel  are  glad  to  make  contacrt  and  bring  to  the 
consultants  problems  of  management  that  are  essential  to  the  enterprises.  The 
coraraunication  proceeds  largely  thrcaigh  training  of  management  personnel.  The 
goal  is  to  contribute  to  the  development  of  the  innovative  potential  of  the 
organization.  If  it  is  low  there  will  be  no  innovations. 

Ya.  A.  leyman:  One  cannot  fail  to  take  into  acxount  the  large  amomt  of  long¬ 
term  ejperience  in  management  consulting  in  the  world.  It  is  quite  possible 
to  take  advantage  of  the  best  devices  and  methods  from  the  foreign  technology 
of  consulting.  Because  of  contacts  over  the  past  10-15  years  with  the  Finns 
and  other  Scandinavian  consultants,  I  can  judge  this  reliably. 
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Applied  researcii  and  developnent  on  managem^t  viiich  we  are  conducting  in  our 
country  could  be  more  consultative  in  nature.  Ml  we  need  to  do  is  ciiange 
over  from  reports  vAiich  are  written  after  the  fulfillment  of  agireements  to 
real  assistance  to  the  enterprises.  But  it  is  not  ea^  to  change  over  to 
this.  Bie  working  cxsnditions  are  more  difficailt  than  with  the  traditional 
method  of  reporting. 


ETO:  ^  WoMd  it  not  be  possible  to  oLearly  determine  for  the  various  points  the 
distinction  between  consulting  and  the  ordinary  work  of  scientists  with 
enterprises  cai  the  basis  of  agreements?  Are  there  specific  features  here? 

R-  K.  Yuksvyarav:  We  have  suggested  three  concepts:  the  expert,  the 
investigator  and  the  ocxisultant — ^and  we  have  tried  to  formulate  the  distances. 
Ihe  investigator  develops  the  theory  and  methodology,  and  conducts  the 
research  in  a  certain  area,  and  at  the  end  he  draws  \:p  a  scientific  report. 
He  can  have  various  theoretical  conclusions  and  suggestions,  but  they  are  not 
always  practically  useful  for  the  given  enterprise.  Additionally,  the  report 
on  the  results  of  scientific  research  is  submitted,  as  a  rule,  upon  the 
cxmpletion  of  tte  work,  as  they  say,  this  is  the  "diagnosis  for  2  years." 
Much  can  change  in  such  a  long  period  of  time. 

We  call  a  person  an  ejpert  if  he  is  well-informed  and  pr^>ared  to  give  the 
manager  or  other  workers  concrete  advice  immediately,  answer  questions 
immediately  or  as  soon  as  he  has  evaluated  the  situation.  Moreover,  an  expert 
can  and  should  teach  certain  management  methods,  but  he  does  not  conduct 
large-scale  research  and  does  not  engage  in  a  ccmplex  of  prc±>lems. 

We  call  a  person  a  management  consultant  if  he  combines  the  good  aspects  of 
two  of  the  aforementioned  specialists:  he  kncws  the  methods,  has  profound 
knowledge  in  craxarete  areas  of  management  and  can  cjproach  a  problem 
ccjrpr^ensively.  IWo  important  aspects.  First,  neither  he  nor  the  managers 
need  large  reports.  He  can  give  a  report  of  5-10  pages.  Second,  he  presents 
his  results  to  the  manager  gradually,  without  waiting  mtil  the  work  is 
conpleted. 

G.  G.  Abramishvili:  I  ^ould  like  to  draw  attention  to  one  of  the  aspects  of 
the  activity  of  the  enterprise  vhich  is  becoming  more  and  more  important  today 
and  ^ould  undoubtedly  become  a  subject  of  management  consulting.  I  am 
speaJdng  about  the  interaction  between  the  enterprise  and  the  market  for 
selling  its  products.  Each  enterprise  has  a  sipply  and  sales  division.  The 
ratio  between  workers  of  these  divisions  today  is  8:2  in  favor  of  the  stpply 
division.  But  the  situation  is  changing  rapidly.  The  farther  it  goes,  the 
more  production  encounters  the  problem  of  selling  its  products. 

The  production  of  mass  consumer  goods  is  now  being  planned  for  enterprises  of 
heavy  industry  branches.  Many  of  them  vhen  they  set  out  to  fulfill  this  task 
develop  technology  and  send  out  orders  for  raw  materials,  processed  materials 
and  batching  items  vdthout  a  preliminary  anal^is  of  the  possibilities  of 
selling  their  products.  As  a  result,  it  frequently  turns  out  that  there  has 
been  a  mistate  in  the  evaluation  of  the  demand  and  the  market  refuses  to 
absorb  everything  that  has  been  produced.  It  is  necessary  to  have  a  flexible 
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assortment  policy.  And,  consequently,  it  is  necessary  to  create  in  the 
associations  seirvioes  for  stuK^ing  and  predicting  the  demand,  and  they  must 
have  the  possibility  of  resorting  to  the  services  of  consultants  regarding  an 
entire  compleo  of  i  Rgaip-s  related  to  planning  the  market  policy  for  the 
enterprise. 

All  this  seems  especially  important  vhen  it  coraes  to  pr^cts  intended  for 
export.  Entering  foreign  markets  with  complicated  machine-building  products 
makes  it  necessary  for  specialists  of  the  cosrrespcMiding  services  of  the 
enterprises,,  associations  and  ministries  to  master  the  necessary  methodology 
for  evaluating  the  esport  potential  of  the  enterprise,  the  level  of  quality  of 
their  products,  and  their  ability  to  ccmpete,  .  and  they  must  also  be  able  to 
develop  what  in  specialized  literature  is  called  an  export  marketing  program. 

This  in  also  very  important  f or  mass  consumer  goods.  For  example,  we  tove  no 
one  iho  thinks  about  the  selection  of  the  name  of  the  commodity .  "^istall” 
is  the  name  of  a  radio  and  a  cream  for  leather  and  a  cologne.  .  .and  this  is  toe 
saTTKa  in  miary  other  cases.  The  area  of  marketing  consulting  is  very  specific. 
So  far  there  are  not  enou^  specialists.  I  think  it  is  necessary  to  find  a 
solxiWto  somehow. 

El©;  lihat,-  to  be  done  to  solve  these  problems? 

G.  G.  Abramitovili;^^  complex  activity  of  toe  enterprise  to  toe  sphere  of 
the  Hrmvagj-.iri  or  foreign  market  should  be  planned,  and  this  plan  Should  became 
a  ocmistituent  part  of  toe  plan  for  the  develcpment  of  the  enterprise.  ^  a 
rule,  plans !  for  the  development  of  toe  enterprise  are  created  on  the  basis  of 
an  analysis  of  toe  resource  potential  without  taking  into  account  toe  demands 
of  the  market  or  toe  special  conditions  for  toe  sale  and  consumption  of  one 
product  or  another.  It  is  necessary  to  change  the  logic  of  economic  totokn^. 
According  to  the  conc^xt  of  marketing,  toe  adoption  of  decisions  concexmtog 
vhat  to  produce,  to  what  quantity,  toere  and  how  to  sell  it,  and  at  toat 
prices,  must  begin  with  an  analysis  of  toe  demand,  opinions  and  needs  of  toe 
consumers.  Ihe  necessary  informaticmi  concerning  the  conditioi  and  dynamics  of 
toe  demand  are  augmented  by  an  analysis  of  the  enterprise's  resource 
potentieil,  becomes  toe  basis  for  planning  toe  assortment  policy  and 
determtoing  toe  necessary  time  periods  for  modernizing  or  i:pdating  toe 
products.  Ihe  plan  for  marketing  or  market  activity  incliades  also  toe  pricoe 
policy,  advertising  meaisures,  the  selection  of  forms  and  methods  of  sales,  and 
toe  caxganization  of  jae-  and  post-sale  servicing  for  toe  consumers. 

In  addition  to  working  to  toe  institute  I  was  the  deputy  chairman  of  a  section 
on  prcblems  of  narkettog  under  toe  USSR  Chantoer  of  Ckanmerce  and  Industry. 
Since  1976  toe  section  has  conducted  about  60  seminars  and  ^ientific 
practical  conferences  and  it  has  published  10  collections  of  articles  and 
materials  on  various  questions  of  toe  production  and  sales  policy  of  toe 
enterprises  on  the  domestic  and  foreign  markets.  The  active  members  of  toe 
section  included  more  than  10  doctors  of  sciences,  several  dozen  candidates, 
r^resentatives  of  VOZes,  scientific  research  institutes  and  design  bureaus, 
and  specialists  of  various  brajtiches  of  toe  nationcil  ecxMicmy.  Up  until 
recently  bur  efforts  have  been  directed  toward  developing  methods  and 
metoodolbgies  for  utilizing  the  concept  of  marketing  under  toe  conditions  of 


the  plarm^  socialist  economy  and  solving  individual  management  problems  in 
sales  activilY.  Today  we  are  trying  to  create  within  the  framework  of  the 
USSR  Chamber  of  Commerce  and  Industry  (TPP)  a  cost-accounting  subdivision 
viiidi,  on  orders  from  industrial  associations  that  are  members  of  the  TPP, 
could  render  them  assistance  in  stacking  demand,  evaluating  the  ejqxjrt 
potential  and  the  ability  of  their  products  to  compete,  and  developing 
comprehensive  programs  for  marketing  in  the  doonnestic  and  foreign  markets. 

EKO;  Do  you  knew  of  cases  in  'fcdiich  Soviet  enterprises  have  tiimed  to  foreign 
marketing  research  organizations  with  orders  for  research  on  the  corresponding 
markets? 


G.  ^  G.  Abramishvili:  Yes,  I  do.  Certain  foreign  trade  associations 
periodically  order  such  research  from  foreign  firms.  The  cost  of  the  research 
depends  on  its  complexity  and  ranges  from  $10,000  to  $30,000.  Ihe  cost 
accounting  research  subdivision  vhich  we  propose  to  create  could  in  time 
beccame  a  powerful  center  for  marketing  research  and  management  consulting. 
Biere  are  many  difficulties  on  the  path  to  its  creation.  In  the  first  place, 
it  is  necessary  to  develcp  and  approve  provisions  concerning  such  an 
organization  with  clearly  delimited  ri^ts  and  duties,  capabilities  and 
respons^ilty.  Serond,  it  is  necessary  to  solve  the  problem  of  how  to  pay  the 
consulting  specialists  \iiho  are  enlisted  and  at  vhat  rates. 

EEQO:  We  should  like  for  other  participants  in  the  round  table  discussion  to 
say  how  they  envision  the  status  of  consulting  organizations.  What  methods 
could  they  use  for  interaction  with  the  clients? 

"The  Only  Possible  Form  of  Interaction  is  Cost  Accounting" 

Yu.  I.  Tychkov:  The  only  possible  form  of  interaction  between  the  consultants 
and  the  enterprises  is  cost  accounting.  Only  economic  interest  will  lead  to 
real  responsibility.  There  i^ould  be  a  small  firm  with  a  staff  of  free 
specialists  vhich  has  the  ri^t  to  conclude  agreements  with  enterprises  for 
the  performance  of  work.  The  firm  could  enlist  outside  consultants. 

When  determining  the  level  of  competence  of  the  ejperts  it  is  useful  to  take 
advantage  of  the  ejperlence  of  downhill  skiers  and  mountain  climbers.  The 
most  qualified  are  granted  an  instructor's  certificate.  But  if  during  the 
course  of  the  year  they  do  a  bad  job  they  are  deprived  of  the  ri^it  to  be  an 
instructor.  The  same  thing  could  apply  here.  And  the  evaluation  of  the  labor 
of  the  consultant  should  be  provided  not  only  by  the  managers  of  the  firm,  but 
mainly  hy  those  with  vdiorni  he  consults.  It  is  possible  to  introduce  a  system 
of  questionnaires.  If  tlie  specialist  does  not  collect  the  necessary  number  of 
points,  the  agreement  with  him  is  resolved. 

I.  P.  Shkurenko:  I  envision  the  following  organizational  structure.  A  small 
intermediary  firm  of  10-20  people.  The  firm's  staff  has  no  consultants 
althou^,  of  course,  it  should  have  people  who  are  hi^ily  qualified  in 
prdDlems  of  management.  The  task  of  this  firm  is  to  be  able  to  get  hold  of 
outside^  consultants.  Let  us  say  that  an  enterprise  has  a  desire  for 
consisting.  It  goes  to  this  intermediary  office  vhich  selects  the  necessary 
specialists  from  the  outside  consultants. 
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N.  Ya.  Makarov:  All  proposals  related  to  the  caeation  of  intermediary  firms 
are  xjnfeasible.  Neither  legislation  nor  financing  is  ready  for  this.  If  a 
ig  Working  somevAiere  else  he  will  hardly  have  the  time  to  take  for 
consulting.  Ihe  develcpnent  of  management  consulting  must  be  linked  to  the 
peculiarities  of  our  socialist  society. 

It  is  possible  to  create  support  consulting  points.  For  ex^le,  the  Sutty 
Machine  Building  Association  has  a  scientific  and  methodological  laboratory. 
When  pecple  come  here  they  are  informed  about  the  Sumy  system.  Why  can  there 
not  be  such  support  points  operating  according  to  the  self-payment  principle? 

i^parently  the  Institute  of  Economics  and  Organization  of  Industrial 
Production  of  the  Siberian  Branch  of  the  USSR  Acadetiy  of  Sciences  could  be 
such  a  support  point.  Ihere  are  also  such  organizations  in  other  places.  It 
is  quite  realistic  to  create  a  network  of  such  organizations  vihich  would 
engage  in  consulting. 

Take  the  Go^lan  and  its  scientific  research  institutes.  Here  also  there 
could  be  a  group  of  specialists  ^o  do  work  that  is  rela^  to  management 
consulting.  If  we  earmark  and  legitimize  the  staff  positions  of  consultants 
and  create  such  groups,  we  will  profit.  It  seems  to  me  that  they  must  work  in 
a  particular  institution,  for  otherwise  they  will  be  separated  from  practice 
and  they  will  be  of  little  use. 

ERD:  Do  they  need  a  particular  certificate  or  the  granting  of  the  right  to 

consult,  as  the  mountain  climbing  instructors  mentioned  here  do? 

R.  K.  Yuksvyarav:  Yes,  they  do.  A  consultant  vho  does  not  justify  himself 
^oxald  be  derived  of  the  right  to  consult.  A  consulting  organization  ^ould 
not  be  large,  like  a  scientific  research  institute.  It  ^ould  be  a  sector  of 
a  scientific  research  institute  or  a  subdivision  at  a  special  design  bureau. 
But  I  am  against  organizations  like  consulting  corporations  or  support  points. 
They  would  not  be  organizations  that  are  responsible  to  the  clients.  But  I  do 
not  rule  out  the  idea  of  an  individual  consultant.  Ihey  could  be  enlisted  as 
part  of  specialized  consulting  subdivisions  as  supernumerary  consultants,  and 
also  on  the  basis  of  labor  agreements  between  them  and  the  enterprise. 

R.  R.  Suleyitanov:  Consulting  is  a  profession  and  it  makes  no  difference  at 
all  vhere  it  is  located:  it  can  be  in  an  academic  institute,  an  applied 
research  institute,  in  a  center  for  scientific  organization  of  labor  and  so 
forth.  The  roaragers  ^ould  know  that  such  a  profession  exists  and  vhere  to 
find  such  specialists.  A  professional  and  ethical  code  ^ould  be  careated  for 
the  consultant. 

A  Concrete  Suggestion 

Within  the  framework  of  the  VSNTO  and  the  Scientific  Econcmics  Society  it 
would  be  possible  in  the  first  stage,  through  sections  and  committees  for 
consulting,  to  enlist  specialists  for  this  activity  end  conduct  a  certain 
amount  of  propaganda  because  propaganda  and  advertising  of  consulting  are 
necessauy  at  first. 
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At  one  'time  zonal  centers  or  regular  csai'ters  for  scientific  organization  of 
labor  were  created  -to  raider  assistance  •to  enterprises  vdien  making 
organization^  decisions.  Onfortunately,  ■they  gradually  became  appendages  of 
brancdi  ministries  and  scientific  research  organizations.  The  introductory 
functions,  if  they  eidst  at  all,  are  secondary.  But  •the  reason  they  were 
created  was  never  fulfilled. 

EKO;  Do  you  think  •the  centers  for  scientific  organiza'tion  of  labor  are  hot 
very  good  organi^tiais  for  consul-ting  and  -that  we  need  something  new?  What 
kind  of  organizational  structure  do  you  envision  for  consulting?  .  ^  ^ 

R.  R.  Suleymanov:  It  seems  to  me  -that  there  ^ould  be  a  cdtnbination  of  branch 
and  interbranch  ccsisulting  organizations.  Centers  tot  scientific  organization 
of  lator  should  consult  on  specific  prchlems  in  -the  branches.  But  we  also 
need  interbranch  organiza-ticais  vhich  would  render  assistance  in  solving 
general  problems  of  management.  These  would  be  academic  institutes  and 
facul-ties  of  VDZes. 

A.  Ye.  luzin:  A  familiari-ty  wi-th  -the  history  of  -the  leading  consulting  firms 
of  the  world  shows  that  not  a  single  one  of  them  was  organized 
"administratively,"  "out  of  nothing."  All  of  them  were  cceated  and  gradually 
"grew  ip."  At  the  beginning  of  each  firm  was  its  founder,  a  person  with  his 
own  idea  vhioh  during  the  course  of  time  became  the  basis  for  the  formation  of 
a  school  of  ocjnsulti^  or  a  groip  of  successors  vho  subsequently  cntprised  -the 
nucl«as  of  the  organization.  Consulting  activity  is  only  one-third  caraft  and 
two-thirds  art.  It  is  -very  difficult  to  cultivate  the  art  within  the  rigid 
framework  of  bureaucratic  formations.  We  ihould  like  to  (^w  a-ttention  to  -the 
fact  -that  of  the  several  tens  of  thousands  of  consulting  firms  in  -the  world  99 
percent  have  a  staff  of  less  -than  50  and  only  less  than  10  have  several 
hundred  people. 

It  seems  -to  me  -that  in  order  -to  develop  and  coordinate  consulting  activity  it 
is  necessary  to  ca:eate  a  public  organizatian—a  voluntary  ai  1  i  ann^  of 
consultants — ^an  association  of  management  consultants  (analogous  -tb  the  board 
of  advocates  or  -the  csreative  unions) .  The  association  could  be  en'{b:us'ted  wi-th 
•the  preparation  of  a  draft  of  provisions  concerning  consulting  activi-ty,  the 
^stam  of  payment  for  cor^uiting  services,  requirements  for  cahdidacy  for 
consultants,  and  so  forth.  For  mediation  activi-ty  between  -the  organizations 
talci^  advantage  of  the  services  and  -the  consul-tahts,  a  cost-accounting 
service  could  be  created  as  part  of  the  association.  I 

The  association  could  also  be  assigned  the  duties  of  develcping  and 
maintaining  contacts  with  foreign  national  and  intermtioncii  assdciations  of 
consul-tants.  The  most  correct  seems  to  be  a  gradu^  est^lishment  of 
consulting  activity  in  listing  three  gcocps  of  specialists:  1)  {professional 
consul'tants  vho  are  coiiple'tely  employed  in  -this  activity  and  carry  it  out 
independently  under  agreements  with  enterprises  (50  percent  of  tiid  consultants 
abroad  work  -this  way)  or  witl^  -the  framework  of  a  consulting  divijsion  of  one 
cent^  or  insti-tute  or  anoth^;  2)  a  consul-tant  wi-th  a  second  jofc^a  teacher, 
a  scientific  associate?,  a  manage  or  a  specialist  on  pension;  3)  ia  practicing 
consultant — ^a  manager  or  specialist  of  an  advanced  enterprise  vhb  has  been 
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given  the  ri^t  for  2  or  3  days  a  month  to  render  short-tenn  assistance  to 
cimiia-r  enterprises  that  are  interested  in  borrowing  experience. 

It  would  that  the  activity  of  professional  consultants  could  be  the  basis 
for  the  fornaticai  initially  of  tenporary  groips  which  could  subsequ^tly 
transformed  into  stable  formations—oonsulting  firms.  In  par^lel  with  this 
there  ^ould  be  the  develcpnent  of  ^sting  organizaticns  vhich  are  called 
v^n  to  iirprove  management  methods.  Here  the  society  of  consultants  ^ould 
render  them  complete  support  and  assistance. 

N.  A.  Stardv:  m  1982  the  CJcmmittee  for  Ercblems  of  Management  of  the  VSNTO 
a  oomlotdssion  for  increasing  the  qualifications  of  management  personnel 
and  management  consulting.  Ihe  cammission  }ce^)s  a  card  catalogue  of 
consultants  and  clients  and  organizes  seminars  for  increasing  the 

qualifications  and  exchanging  experience  among  the  consultants  themselv^.  We 
offer  regular  certification  of  consultants  according  to  the  results  of  their 
activity  and  grant  membership  cards  to  the  leading  eiperts.  So  to  some  degree 
everyone — both  consultants  and  clients — have  partially  adapted  to  ^  toe 
difficulties  and  conditions  in  vhich  they  have  been  placed.  But  toe  existing 
provisions  for  consulting  groups  must  be  changed  and  improved. 

M.  Ya.  Khabalcuk:  Still  I  toil*;  that  Yevgeniy  Aleksandrovich  luzin  is  rl^t: 
Ihis  problem  cannot  be  solved  administratively.  Tomorrow  we  will  be  ^le  to 
create  large  consulting  firms  and  they  will  operate  like  special  design 
biTPPang  of  the  management  system  under  toe  ministries,  in  toe  same  style  ^ 
with  toe  same  results.  The  main  problem,  it  seems  to  me,  is  training 
management  consultants.  They  must  comprise  the  nucleus  of  future  consulting 
organizations. 

If  a  peicson  has  ejperience  in  management  work  and  at  35  tries  to  become  a 
consultant,  and  if  he  has  toe  talent  for  this,  he  can  become  a  good  consultant 
in  2-3  years.  But  if  a  graduate  of  a  higher  school,  also  someone  vho  is 
talented,  begins  to  work  at  this,  as  practice  has  shown,  it  would  be  difficult 
to  ejpech  ary  professional  return  for  him  in  less  than  7  years. 

Yu.  A.  lychkov;  And  vhat  about  esperience  in  toe  West? 

R.  K.  Yuksvyarav:  It  is  approximately  toe  same.  The  best  ccaisultants  are 
those  vho  have  alreac^  worked  as  managers.  They  know  vhat  management  is. 
When  a  Ttianag<=>-r  vhom  they  are  advising  knows  this,  he  pays  more  attention  to 
their  advice.  At  toe  beginning  of  my  work  for  organizing  consulting  I 
gathered  together  pecple  vho  had  gone  thiou^  toe  practical  ^  school  of 
management,  gave  them  ideas,  and  toe  talented  people  developed  rapidly. 

R.  R.  Suleymanov:  Is  there  a  possibility  in  ycur  repiiblic  of  arranging  for 
toe  status  of  toe  management  consultant  and  toe  pay  to  be  hi^er  than  that  of 
a  manager? 

Ya.  A.  Leymann:  The  status,  of  course,  can  be  raised.  But  a  top  manager  of 
an  enterprise  is  still  more  important,  and  toe  consultant  is  an  assistant. 
But  toe  consultant  should  be  paid  no  less  than  toe  manager  whom  he  is 
advising. 


65 


Evaluation  and  Payment  for  the  Labor  of  Consultants 

EKO:  We  should  like  to  hear  how,  in  your  opinion,  it  would  be  best  to 
evaluate  and  pay  for  the  labor  of  consultants?  What  kind  of  practice  exists 
regarding  this  and  vftiat  are  your  suggestions? 

N.  A.  Starov:  Managers  of  enterprises  and  organizations  have  the  opportunity, 
under  labor  agreements,  of  inviting  instructors  from  VUZes  imder  the 
conditions  of  hourly  wages  for  lectures,  reports,  consultation  and  analysis  of 
concrete  situations.  A  la:^e  groi:^)  of  scientists  and  specialists  are  now 
doing  lecture  and  consultation  work  through  the  Znaniye  Society.  But  the 
inperfect  instructions  concerning  labor  and  financing  conplicate  things.  Yet 
vihen  canning  out  the  development  of  the  provisions  concerning  the 
consultetion  center  under  the  historical  archive  institute,  we  turned  to  the 
historical  eJ5)erience  in  consulting  in  our  country  and  discovered  that  during 
the  1920 's  there  was  a  consultation  bureau  imder  the  Institute  of  Management 
Tedmiques.  Special  provisions  had  been  developed  vhich  were  based  on  the 
principles  of  cost  accounting  and  self-payment  for  consulting  services, 
[footnote  2] 

I.  I.  Prokopenko;  All  the  half-measures  that  now  exist  and  are  being  proposed 
here  vail  not  solve  the  problem.  I  am  convinced  that  we  need  a  special 
mechanism  for  consulting  as  a  viiole  and  special  provisions.  In  the  West  there 
is  the  Code  of  the  Consultant  which  determines  the  status  and  material  and 
i^ral  re(^irem^ts.  It  is  effective.  Today  even  in  the  Acadetiy  of  Sciences 
it  is  impossible  to  find  consultants  because  without  permission  from  the 
Presidium  of  the  Academy  candidates  of  sciences  (it  is  easier  with  doctors) 
cannot  be  paid  for  consulting.  They  can  be  invited  only  on  a  public  basis. 
It  is  possible  to  buy  uinnecessary  equipment,  furniture  and  so  forth,  but  it  is 
impossible  to  pay  for  useful  consultation. 

S.  T.  Pachin;  We  should  pay  after  the  consultation  for  the  economic  results. 

Yu.  I.  Tychkov:  I  absolutely  do  not  believe  in  direct  accounting  for  the 
economic  effectiveness  of  consulting.  It  is  very  difficult  to  single  out 
vhidh  result  of  the  work  of  the  enterprise  is  related  directly  to  the  activity 
of  the  consultants  and  vhich  is  related  to  other  factors.  Therefore,  in  my 
opinion,  it  is  necessary  to  establish  payment  for  the  time  of  consulting  if 
only  ^  follows:  the  ej^jert  has  responded  to  an  offer  from  the  enterprise,  he 
is  given  a- problem,  the  time  period  is  determined  in  the  agreement,  say  30 
days,  and  the  sum  of  the  payment  is  determined  cai  the  basis  of  the  rate  he 
receives  according  to  his  qualifications  as  a  consultant. 

A.  Ye.  luzin:  Imagine  this  situation;  the  consultants  have  done  a 
oompr^ensive  diagnosis  and  come  to  the  conclusion  that  everything  is  in 
order,  that  nothing  should  be  changed.  What  is  the  effect  from  this  work? 
How  can  it  be  calculated?  In  fact  it  could  be  very  significant;  for  the 
actions  of  the  consultants  have  released  the  organization  from  the  need  to 
make  a  large  number  of  changes  related  to  es^jenditures  of  financial  and  human 
resources. 
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Or:  how  does  one  evaluate  the  effect  from  the  activity  of  a  consultant  vho  is 
a  specialist  in  "process”?  Change  is  taking  place  in  the  organization 
developed  by  its  personnel  under  the  leadership  of  consultants  and  the 
resulting  effect  cannot  be  credited  only  to  the  consultants,  "nie  more  radical 
the  changes,  the  longer  the  time  interval  before  obtaining  an  effect. 
Sometiines  this  period  is  3“5  years.  i^parently  this  is  vhy  the  absolute 
majority  of  consulting  firms  refused  to  utilize  any  other  system  of 
calculating  rerauneraticai  than  payment  according  to  time  spent.  Thus  -^e 
European  Association  of  Management  Consultants  prohibit  "calculating 
remunerations  on  any  other  basis  than  the  agreed-rpsn  scale  of  payments." 

i^parently  we  should  develcp  a  scale  of  hourly  or  daily  payments  for  the 
activity  of  consultants,  and  then  divide  them  into  two-three  categories. 
There  could  be  other  forms:  payment  for  an  agreed-upon  voluim  of  work,  payment 
of  a  certain  honorarium  to  the  consultant  by  the  organization  that  uses  his 
services  for  a  Jong  time  interval  in  a  small  volumae. 

Ya.  A.  leymann:  Because  of  our  more  or  less  good  knowledge  of  the  technology 
of  consulting  and  the  experience  accumulated  in  the  republic  over  the  past  15- 
20  years,  we  can  still  manage  a  great  deal.  Rit  the  rules  of  the  game  do  not 
allow  us  to  move  forward.  I  shall  explain  my  idea  with  examples.  We  cannot 
hire  as  consultants  managers  of  various  ranks.  Some  have  coaone,  but  they  have 
been  quick  to  leave.  One  said  this:  "If  in  the  oorrpany  of  friends  I 
introduce  myself  eis  a  consultant,  nobody  will  understand  vhat  that  is.  But  if 
I  say  'head  engineer, '  it  is  clear  to  everyone  that  I  am  .an  important  person." 
Even  such  nuances! .... 

Noboc^  knows  vhat  a  copsultant  is.  A  management  consultant,  it  turns  out,  is 
a  co-author  of  poor  management. . . .  Therefore  it  is  even  embarrassing  to  admit 
that  you  arre  in  the  company  of  bad  people.  The  payment  ^stem  is  ui^lear. 
People's  control  committees  in  the  republic  are  constantly  checking  on  it.  We 
have  r!r<=>at^  several  methodologies  for  payment  on  the  basis  of  the  calculation 
of  the  economic  effectiveness.  The  last  was  approved  by  the  Scientific 
Council  for  Labor  of  the  Estonian  State  Committee  for  labor  and  Social 
Problems,  and  now  the  people's  control  committees  treat  us  like  human  beings. 

M.  Ya.  Khabakuk:  Such  legal  documents  as  an  order  from  the  Ministry  of  Higher 
and  Specialized  Education,  vhen  speaking  about  organizations  of  the  Minvuz 
system,  or  a  decree  of  the  State  Committee  for  Science  and  Technology  for 
Branch  Organizations,  make  it  possible  to  work  under  agreements.  It  is  worse 
with  short-term  orders — diagnosis.  This  work  can  be  done  in  1  or  2  weeks.  It 
takes  more  time  to  draw  up  the  agreement  than  it  does  to  do  the  diagnosis. 
Here  it  is  necessary  to  use  a  fund  not  intended  for  ^ople,  and  from  the 
standpoint  of  workers  of  the  Ministry  of  Finances  this  is  su^icious. 

G.  A.  Yavlinskiy:  I  am  in  an  advantageous  position  since  I  hear  everytting. 
Yuriy  Igorevich  Tychkov  said  here:  "If  I  can  conceal  reserves  there  is  no 
need  for  a  consultant  to  come  and  discover  these  reserves."  If  the  system  of 
the  economic  mechanism  does  not  motivate  an  enterprise  to  turn  over  its 
reserves,  can  this  prchlem  really  be  resolved  with  the  help  of  a  consultant? 
Therefore  it  is  not  clear  vhat  to  consult  about. 
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How  aone  planning  and  the  ecsonomic  mechanism  constructed?  In  the  area  of 
planning  we  have  fairly  rigid  regulation:  there  are  almost  no  free  products 
lists  or  free  products.  Ihe  large-scale  experiment  has  ^own  that  problems 
^ise  not  so  much  during  the  formation  as  during  the  utilization  of  economic 
incentive  funds,  especially  the  fund  for  the  develcpnent  of  production.  And 
u^er  the  12th  Five-Year  Plan  conditions  similar  to  those  in  the  experiment 
vdl  beooane  the  method  of  managelrient  for  all  of  industry.  Ilhis  means  that  if 
we  regard  consulting  as  one  o!e  the  means  vhich  should  help  tio  increase  the 
effectiveness  and  accelerate  i  the  developnent  of  enterprises,  first  it  is 
neoessa^  to  resolve  general  prchlenns  of  real  expansion  of  the  independence  of 
enterprises,  and  the  creaticai  in  them  of  a  vital  interest  in  searching  for 
reserves,  and  these  prcblems  must  be  resolved  on  a  general  Scale.  Therefore 
it  seems  to  me  that  so  far  at  the  enterparises  there  is  no  suffici^tly 
justified  a^  broad  subject  for  the  ecaiomics  part  of  management  consulting. 

At  large  enterprises  there  are,  of  course,  certain  specific  issues  of  social 
p^chology  and  interpersonal  relations  vhere  there  is  some  point  in 
consultation.  From  vhat  has  been  said  it  seems  that,  apparently,  special 
organizations — cost  accounting  or  others — should  not  yet  be  careated  for 
management  consulting.  Uie  speakers  have  discussed  centers  for  scientific 
organization  of  labor  vhich  should  engage  in  consulting.  Additionally,  for 
practically  every  administrative  prc4)lem  we  have  scientific  organizations  and 
academic  and  bianch  institutes.  There  are  also  institutes  for  increasing 
qualifications.  In  the  ^tem  of  the  coal  industry  there  is  the  All-Union 
i^ientific  Research  Institute  of  Management.  It  has  this  entire  immense 
institute  as  its  branch  institute  for  management.  There  are  also  VUZes, 
general  eocaicmics  institutes  such  as  the  Scientific  Research  Institute  of 
Labor,  the  Scientific  Research  Institute  of  Prices  and  so  forth.  What  other 
consulting  organizations  are  needed? 

If  the  prcbl^  of  consulting  has  beccme  so  crucial,  let  us  resolve  it  with  the 
help  of  the  immense  apparatus  that  eilreac^  exists.  What  good  are  the  doctors 
and  camdidates  of  economic  sciences  vho  have  defended  works  on  questions  of 
economics  and  organization  of  the  given  branch  of  industry  and  are  working  in 
various  branch  organizations  if  they  cannot  consult  and  help  the  directors  of 
the  enterprises?  And  if  they  can,  vhy  is  it  necessary  to  have  excess  baggage 
vhen  they  alreacty  have  the  ri^t  to  give  advice?  If  we  do  not  trust  them,  let 
us  raise  the  broader  question  of  certiiifying  scientific  personnel. 

Seeing  that  the  immense  scientific  apparatus  is  not  Working  and  is  not 
effecr^vely  assisting  production,  we  are  again  trying  to  solve  the  problem  by 
ca^eating  a  special  agency.  If  every  time  we  see  a  ^ortchming  we  create  an 
agency  vhich  is  to  eliminate  this  ^ortcoming,  nothing  good  will  come  of  this. 

A.  G.  Agaribegyan:  Summing  vp  the  results  of  our  discussion,  let  us  first  of 
all  define  vhat  consulting  activity  is.  It  is  not  research  activity. 
Consultants  are  iwt  scientists;  they  are  specicilists  with  production 
experience.  The  majority  of  them  do  not  have  and  will  not  have  a  scholarly 
degree.  This  is  quite  a  different  and  extremely  specific  kind  of  activity. 
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We  are  not  the  only  ones  on  the  planet.  Mary  countries  have  eJ5)erienoe,  not 
only  capitalist,  but  also  socialist  ones,  vihere  consulting  activity  is  fairly 
broadly  developed,  and  it  produces  a  quite  tangible  effect. 

•Ehis  activity  is  importaTt  and  it  pays  for  itself  many  times  over  since  it 
reveals  reserves  \ijhicii  cannot  be  reveatLed  througjh  other  channels  regardless  of 
how  good  they  may  be.  Hiis  is  an  extremely  independent  part  of  the 
iitprovement  of  management  vhich  we  have  not  sufficiently  borrowed. 

I  do  not  think  that  consultation  organizaticais  can  everyvhere  at  one  time 
without  s^ious  effort.  Ihe  iDistitute  of  Bconomics  and  Organization  of 
Industrial  Production  of  the  Siberian  Branch  of  the  USSR  Acadeny  of  Sciences 
has  hundreds  of  offers  for  consulting.  They  cannot  keep  track  of  ^1  the 
requests!  But  the  demand  d^)ends  not  only  on  the  needs  of  the  organization, 
but  also  on  the  stpply.  As  they  say,  supply  generates  demand,  ^e  majority 
of  managers  of  enterprises  with  vhom  we  have  met  are  very  re^nsible  pec^le 
vho  work,  as  a  rule,  for  scanething  more  than  wages.  They  want  to  achieve 
something  better.  It  is  another  matter  than  not  all  of  them  always  manage  to 
do  this.  If  they  ask  for  help  it  is  related  to  a  significant  degree  to  the 
fact  that  they  do  not  know  to  vhom  th^  ^ould  turn.  1 

What  should  we  do  next?  Of  course  we  ^ould  not  wait  for  anything.  As  the 
es^erience  of  our  Estonian  comrades  shews,  a  great  deal  can  be  done  even 
within  the  framework  of  existing  organizations  and  it  is  possible  to  broaden 
the  scale  of  obnsulti^  work.  There  is  no  doubt  that  we  should  siraultaiieously 
look'  for  ways  ofi  opening  T:p  the  path  to  new  forms.  ^parently  it  would  be 
expedient  to  thinlc  about  creating  the  proposed  Association  of  Consultants. 
Within  its  framework  it  would  be  easier  and  quicker  to  solve  problems  of  the 
legal  status,  the  develcpnent  of  the  code  of  consultants  and  the  system  for 
their  professional  certification. 

Undoubtedly  the  mzijor  problem  about  vhich  all  the  comrades  spoke  ie  the 
personnel  problem.  No  administrative  documents  concerning  the  creation  of 
consulting  organize  itions  will  produce  anything  at  all  \anless  they  knew  vho 
will  work  as  consultants.  Of  course  good  position  will  not  go  enpty  and 
enterpriking  people  will  be  found  to  fulfill  the  vacancy.  But  to  what  avail? 
They  will  not  bring  honor  to  the  new  job.  It  is  necessary  to  educate  people. 
All  of  -these  questic^  must  be  contenpla-ted. 

I  agree'  -that  it  is  npt  necessary  to  begin  with  large  consulting  firms.  On  the 
contrary,  it  would  be  better  if  there  were  small  organizaticais  that  were 
clearly  oriented  and  headed  by  qualified,  enthusiastic  pec^le.  In  -the  Acadeny 
of  the  National  EconW  it  would  be  possible  to  organize  courses  for  training 
consultan-ts. 

In  Novosibirsk  certain  jobs  of  the  management  consulting  type  have  been 
created  under  the  clegis  of  the  Insti-tute  of  Economics  and  Organization  of 
Industrial  Producti^  of  the  Siberian  Branch  of  the  Academy  of  Sciences  on  a 
practically  social  b^is.  There  was  a  desire  to  crea-he  a  small  specialized 
organization  since  n^y  enterprises  are  requesting  assistance  with  this  kind 
of  service.  I  camel-to  -the  conclusion  -that  our  best  bet  would  be  to  create  a 
cost-accounting  division  at  -the  academic  institute  vhich  would  be  financed  bn 
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a  separate  line  and  would  be  self-paying.  Now,  under  the  new  conditions 
concerning  wages,  the  scientific  research  institutes  and  design  bureaus  have 
fairly  great  latitude  and  people  can  be  paid  for  the  work  vhich  the 
enterprises  would  finance  on  a  cost-aocoUnting  basis. 

It  is  necessary  to  search  for  new  methods  of  organization  and  management. 
Cosmprehensive  inprovement  of  management  is  one  of  the  most  iirportant 
conditions  for  implementing  the  strategy  of  acxrelerated  socioeconomic 
develc^anent  that  was  drawn  up  at  the  party  congress. 

PCXDINOTES 


1.  EKD,  No  8,  1980;  No  11,  1984. 

2.  Ihis  is  discussed  in  greater  detail  in  the  appendix  to  the  "Round  Table." 
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HISTORY  OF  MMftGEMEMT  CmSUIlTING  REHLATED 

Novosibir^  ERDNCMIKA  I  ORGANIZATSIYA  IRCMYSHLENNOGO  EROIZVODSTVA  (EKD)  in 
Russian  No  10,  Oct  86  pp  80-86 

[Article  Yy/  N.  A.  Starov,  candidate  of  economic  sciences,  and  A.  D.  iai2aiiich^, 
Moscow  State  Historical  Archive  Institute:  "From  the  History  of  Managing 
Consulting”] 

[Ttext]  The  movement  of  scientific  organization  of  labor  and  management  during 
the  1920 ’s,  with  V.  I.  Lenin  at  its  source  embraced  many  ^heres  of  the  life 
of  the  society.  One  of  the  first  organizations  engaging  in  straeamlining 
administration  was  the  "Initiative  Commission  formed  by  1920  as  part  of  the 
hi^er  council  of  the  national  eoonotty  [footnote  1]  .  The  basic  directions  for 
its  activity  were: 

The  Development  of  General  Principles  and  Baths  of  Scientific  Organization  of 
Production  and  the  drawing  rp  of  concrete  measures  for  clients  that  were 
especially  singled  out: 

instructions  for  main  administrations  of  the  VSNKh  on  questions  of  scientific 
organization  of  production; 

systemization  of  the  work  experience,  propaganda  of  ideas  and  consulting  on 
scientific  organization  of  production. 

management  unit  of  the  initiative  commission  was  a  bureau  which  included 
the  chief,  his  assistant  and  the  chiefs  of  two  divisions;  for  sj^tematization 
and  processing  of  information  received  from  the  plants;  and  for  consultation 
and  guidelines  regarding  questions  of  scientific  organization  of  protection. 
Participating  in  work  of  the  commission  were  eminent  specialists  in  scientific 
organization  of  labor  vho  were  elected  as  corresponding  members  of  the 
initiative  commission.  In  the  ^ring  of  1922,  because  of  the  tasks  of  the  new 
economic  policy  vhich  were  directed  toward  overcoming  the  consequences  of  the 
war  and  restoring  the  national  economy,  all  work  for  introducuig  the 
achievements  of  scientific  organization  of  labor  into  production  \^ch  had 
been  done  by  the  initiative  commission  was  changed  over  to  the  conditioi^  ^  of 
cost  accounting  [footnote  2] .  The  practical  experience  of  the  initiative 
conmission  was  utilized  ly  the  first  ecxjncanic  agency  in  the  country  for 
streamlining  the  state  appeiratus,  vhich  appeared  in  1923  also  as  a  part  of  the 
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VSNKh — the  Bureau  of  "Stardardization. ”  The  bureau  inclvided  foxir  divisions: 
record  keeping,  structural,  booWceeping  and  editorial-publi^ing,  vftiich  was 
responsible  for  the  publication  of  the  journal  SISTEMA  I  ORGANIZATSIYA. 

Like  the  initiative  cammission,  the  standardization  bureau  was  created  because 
of  essential  tasks  of  socialist  construction,  the  most  inoportant  of  yiich,  as 
was  enihasized  in  the  decisions  of  the  12th  Party  Congress,  was  the  task  of 
radically  changing  and  systenatically  irproving  the  organization  of  the  entire 
state  apparatus.  From  the  first  days  of  the  bureau's  existence  its  activity 
manifested  a  clearly  eJ5)ressed  practical  direction  of  work,  which  included 
organization  of  document  turnover  and  arrangement  of  record  keeping  in 
institutions,  the  development  of  forms  of  documents  for  the  applications  of 
institutions  and  consulting  on  practical  application  of  the  better  models  in 
institutions  and  at  enterprises;  organizational  planning  and  supply  of  record- 
ke^iing  services  with  office  supplies  [footnote  3]. 

In  a  relatively  short  period  of  time — frm  Mhy  1923  through  1924 — ^the  bureau 
conducted  measures  for  iitproving  management  labor  at  more  than  60 
institutions,  for  streamlining  office  work,  the  forms  of  documents, 
organizational  structures  and  so  forth  [footnote  4] . 

And  in  Leningrad  there  appeared  the  first  territorial  agency  for  streamlining 
management — ^the  bureau  for  scientific  organization  of  labor  of  the  State 
C3entral  Laboratory  of  Labor  at  the  Leningrad  Institute  for  Studying  the  Brain 
and  Psychological  Activity.  It  also  operated  under  conditions  of  cost 
accounting. 

Ihe  main  ta:^  of  the  bureau  for  scientific  organization  of  labor  was  the 
oon^te  stucfy  and  iitprovement  of  the  work  of  institutions  and  enterprises  in 
Leningrad  and  the  oblast  [footnotes].  While  the  Initiative  coraraission 
conducted  streamlining  in  the  s^phere  of  production,  and  the  Standardization 
Bureau  in  the  sthere  of  management,  the  work  of  the  bureau  for  scientific 
organization  of  labor  encoitpassed  the  entire  economic  mechanism  of  the  region. 

At  the  same  time  public  organizations  were  created  vhich  contributed  to 
streamlining  management:  in  1923  there  appeared  the  "Time"  league  with  V.  I. 
Lenin  as  the  honorary  chairman.  In  75  cities  there  were  44  cells  of  the 
League  vhich  included  about  1,000  members.  In  July  1924  the  Leagues  for 
Scientific  Organization  of  Labor  appeared,  in  1926 — ^the  Society  of  Workers  in 
Scientific  Organlzaticm  of  Labor,  eaxi  in  1928 — the  Associaticm  of  Workers  in 
the  Area  of  Scientific  Organization  of  Labor,  Production  and  Management 
Techniques  (ARNOT) . 

In  March  1924  there  was  an  all-union  conference  for  scientific  organization  of 
labor  at  vhich  V.  V.  Ki:^y^ev  qpoke.  The  NK  RKE  SSSR  [People's  C3ommissariat 
of  the  Worker  and  Peasant  Inspection  of  the  USSR]  was  named  the  only  center 
%hich  would  plan  and  guide  all  efficiency  work  for  management  in  the  country. 
Die  conference  established  that  the  interrelations  among  efficiency  agencies 
and  objects  of  streamlining  ^ould  be  embodied  in  commercial  contractual  form. 

Ihe  activity  of  the  "Standardization"  served  as  the  basis  of  the  creation  on  a 
statewide  scale  in  the  USSR  of  an  agency  for  streamlining  the  state 
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apparatus— tte  State  Bureau  for  Organizational  Construction,  "Orgstroy” 
(Deoeniber  1924)  vMcli  has  left  a  significant  mark  cai  the  ijtpravement  of  the 
system  of  management.  The  Orgstrc^  bureau  was  created  in  the^  fom  of  a 
stocMKslding  coaoDpariy.  The  work  was  dcaie  under  orders  frcm  organizations  on  a 
cost  accounting  basis.  Orgstrqy  workers  conducted  research  on  objects, 
analyzed  the  existing  organization  of  management,  and  developed  proposals  for 
iitproving  structures  and  mamgement  techniques.  Each  grocp  was  headed  hy  a 
manager  cxaisultant.  individual  work  was  performed  by  instructors  of  the 
bureau  vho  worked  independently. 

In  January  1926  the  State  Institute  of  Management  Techniques  (HU)  was  created 
— ^a  gpeni  ai  i  y.pd  scientific  center  for  streamlining  management.  The  ITU 
structure  included  a  consultation  bureau  vhose  workers  render  practical 
assistance  on  a  cest  acxxunting  basis  to  managers  of  enterprises  and 
organizations,  conducted  esdiibitions  of  scientific  organization  of  labor. 
Provided  instxucticn  and  held  weekly  meetings  with  efficiency  experts  of 
department  administrations,  and  stpervise  the  publication  of  the  monthly 
journal  TEKHNIKA  UPRAVIENIYA. 

The  illustrated  prospectus  publi^ed  in  1929  by  the  TEKHNIKA.  RFRAVIENIYA 
Publishing  House  of  the  consultation  bureau  of  the  Institute  of  Management 
Technology  entitled  "Consultation  on  Streamlining  Institutions  and 
Enterprises"  gives  us  an  idea  of  the  content  of  the  bureau's  activity.  It 
helped  in  streamlining  and  equipping  work  positions,  iitproving  agencies  for 
managing  finances,  socdal  security,  municipal  services  and  so  forth. 

The  prospectus  presented  methods  of  streamlining  management  with  an  indicaticai 
of  individual  work  devices  and  statement  of  tasks  for  consultants.  The 
appendix  inclimles  questions  on  office  work,  the  organizational  structure  and 
so  forth — ^a  kind  of  "campaign  against  illiteracy'  for  the  client — in  order  to 
facilitate  fear  the  cdient  the  farmuiatJon  of  questions  on  vhich  they  need 
consultation  that  arise  in  their  practice. 

For  more  planned  and  ^j^stematic  utilization  of  consulting  services  the^  bureau 
introduced  paid  subscripticais.  One  was  for  institutions  and  enterprises  of 
Moscow  and  the  other  for  those  in  other  cities,  throu^  vhich  the  clients 
could  obtain  written  individual  consultation  and  standard  developments. 
Enterprises  in  other  cities  were  sent  a  list  of  individual  consultation  ^ 
that  they  could  request  ary  of  the  innovations  that  interested  them.  This 
reqiaest  was  filled  with  a  50  percent  rebate. 

In  February  1928  the  Board  of  the  NK  RKI  SSSR  issued  a  special  ^decreee 
concerning  ejpansion  of  agencies  for  departmental  streamlining  of 
administration.  But  during  the  1930 's  they  gradually  begm  to  forget  about 
management  consulting.  Scholars  at  MCSU  eipress  the  viewpoint  that  the 
attracticMi  of  experts  in  scientific  organization  of  labor  to  Taylorism  led  to 
an  elimination  of  bureaus  and  institutes  for  efficiency  work  [footnote  6].  A 
nqndTt^^te  of  sciences  from  the  Moscow  State  Historical  Archive  Institute,  V. 
S.  Mingalev,  thinks  that  this  took  place  because  specialists  in  streamlining 
of  management  were  transferred  to  branch  organizations  and  became  "internal" 
consultants.  'Thne  subdivisions  of  agents  for  departmental  efficiency  work 
appeared,  the  majority  of  vhich  subsequently  ceased  to  exist.  But  certain 
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organizations  had  remained  rp  to  this  day.  These  are  trusts  like  Orgstroy  and 
Orgtekhstroy  in  the  construction  ministries,  Orgenergo  in  the  USSR  Ministry  of 
Power  and  Electrification  and  certain  others.  Their  functions  have  changed 
sameviAiat:  more  attention  is  devoted  to  consulting  on  engineering  problems  than 
on  management. 

In  keeping  with  the  decisions  of  the  27th  CPSU  Congress,  more  attention  is 
bei^  paid  to  iirproving  the  economic  mechanism  and  increasing  the  creative 
activity  of  managers  and  specialists  of  production  collectives.  Under  these 
conditions,  in  our  opinion,  attention  should  be  paid  to  methods  of  improving 
management  vhich  has  already  been  applied  successfully  in  our  country* 
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TRAINING  OF  NEW  SEEXIEALISTS  DISCUSSED 


Novosibirsk  EKCaJCMIKA  I  ORGANIZATSIYA  IKMZSHLENNOGO  BRDIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  126-148 

[Article  T.  M.  BCyko,  "Specialists  for  New  Scientific  and  Technical  Areas"] 

[Text]  "To  iitprove  the  quality  of  training  and  increasing 
of  qualifications  of  personnel,  mainly  in  new  specialties 
related  to  scientific  mid  technical  progress." 

Basic  Directions  for  the  Economic  and  Social 
Development  of  the  USSR  During  1986-1990  and 
the  Period  the  Year  2000 

"Personnel  vflio  have  mastered  techniceil  equipment  decide 
everything!" — ^this  basic  slogan  of  the  reconstruction 
period,  with  the  adjustment  of  time,  has  again  become 
crucial.  The  implementation  of  the  course  adopted  by  thfe 
party  toward  a  radical  acceleration  of  scientific  and 
technical  progress  places  stricter  requirements  on  the 
training  of  new  specialists  vdio  are  capable  of  creating  and 
utilizing  automated  equipment,  flexible  productions, 
universal  processing  centers  and  robot  equipmeit,  mastering 
biotechnology,  genetic  engineering  and  so  forth. 

As  was  noted  in  the  speech  of  the  member  of  the  Politburo 
of  the  CPSU  Cjentral  Committee,  Secretary  of  the  Party 
Central  Committee,  Ye.  K.  Ligachev  at  the  27th  CPSU 
Congress,  in  the  sphere  of  education  there  are  at  least  two 
fairly  ccarplicated  tasks.  "First,  to  provide  for  more 
rapid  development  of  the  secondary  and  higher  schools,  even 
as  ccrapared  to  technical  reconstruction  of  the  national 
econcffty.  Second,  to  arrange  or,  rather,  restructure  the 
state  system  for  retraining  and  continuous  professional 
growth  of  personnel.  Socialism  cannot  allow  and  does  not 
allow  for  scientific  and  technical  progress  to  result  in  a 
situation  vbere  considerable  groups  of  workers,  and  their 
numbers  could  reach  millions,  turn  out  to  be  superfluous 
people  in  the  society  vho  are  not  prepared  to  work  under 
the  new  conditions." 
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But  how  should  one  change  the  goals,  cxantent,  forms  and 
methods  of  training  and  vhich  prchleras  acccinpany  the 
training  of  new  specialists?  The  editorial  staff  has 
requested  that  these  and  other  such  questions  be  answered 
by  the  rectors  of  Ihe  leading  VIUZ's  and  managers  of  large 
enterprises  and  associations.  We  thank  everyone  vho 
responded  to  our  questionnaire.  We  hc^  that  the  results 
of  the  questionnaire  will  help  to  some  degree  to  move 
forward  in  this  matter  \hich  determines  scientific  and 
technical  progress. 

Anticipatory  Training 

Ikider  modem  conditions,  in  order  to  avoid  numerous  difficulties  with  the 
developnent,  introduction  and  assimilation  of  new  technologies  and  technical 
equipment  and  to  avoid  reducing  their  return,  it  is  necessary  to  train 
personnel  in  advance.  How  is  the  hi^er  school  reacting  to  this  demand  of  the 
time? 

The  Moscow  Chemical-Ttechnological  Institute  imeni  D.  I.  Mendeleyev  (M^TT)  is 
opening  15)  new  specialties,  as  a  rule,  as  a  result  of  broad  scientific 
resecuxh  institute  in  the  corresponding  branches.  Here  is  a  typical  eiranple. 
Professors  of  this  institute,  I.  I.  Kitaygorodskiy  and  N,  M.  Pavlushkin,  have 
developed  a  technology  for  producing  glass  and  crystal  materials  on  the  basis 
of  metallurgical  slags  ("slag  glass  ceramics”) ,  for  vhich  they  were  awarded 
the  Lenin  Prize.  This  technology  was  introduced  at  the  Konstantinov 
Avtosteklo  Plant.  On  the  basis  of  this  they  have  developed  a  new  finishing 
material — ^nthetic  granite  (sigran) .  Specially  trained  personnel  were  needed 
and  MKhn  opened  a  new  specialty — "technology  of  slag  glass  ceramics." 

This  institute  is  cilso  training  specialists  for  other  new  techiralogies: 
materials  for  semiconductor  instruments  and  quantum  electronics, 
micrcbiological  productions,  obtaining  carbon,  and  in  the  specialties 
"c;^Demetics  of  chemical-technological  productions"  and  "industrial  ecology 
and  environmental  protection."  The  decisions  to  open  the  new  specialties  are 
developed  on  the  basis  of  joint  substantiated  and  timely  proposals  of  the 
MKhTE  and  the  branch. 

Far  from  all  the  VUZes  and  enterprises  iranaged  to  achieve  such  enviable  unity. 
For  escanople,  the  Moscow  Machine  Tcol  Building  Institute  (Mosstankin)  5  years 
ago  (in  the  opinion  of  the  institute,  this  was  timely)  came  cart  with  an 
initiative  to  change  over  to  the  target-program  methcxd  of  training  perronnel 
for  future  areas  in  machine  building.  The  main  difficailty  the  VUZ  exp^ienced 
when  determining  the  set  of  i^ecialties  and  their  content  consisted  in  that 
not  a  single  machine  building  branch  was  able  to  formulate  even  partially 
anything  like  a  "technical  assignment"  for  the  modern  ^jecialist.  The 
institute  had  to  do  this  itself,  and  then  prove  at  various  levels  the 
ejqjediency  of  precisely  this  approach. 

In  the  Khabarov^  polytechnical  institute,  since  1982  (in  the  opinion  of  the 
institute,  the  right  time)  they  have  be^  training  ^tems  technicians  in  the 
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specialty  "electronic  and  coitpiter  equipment"  and  in  1985  they  opened  the 
specialty  "automation  and  t^emedhanics,"  even  though  the  need  for  the 
corresponding  specialties  had  appeared  at  the  beginning  of  the  11th  Five-Year 
Plan  vfcen  electronics  industry  enterprises  began  to  appear  in  the  Far  East. 

Workers  of  the  Chelyabinsk  and  Tcansk  Polytechnical  Institutes,  anticipating 
the  growing  needs  of  industry  for  robot  technologies,  tried  ahead  of  time  to 
begin  training  •tiiem  within  the  framework  of  the  traditional  specialty 
"technology  of  machine  building,  metal  cutting  machines  and  instruments"  i^ing 
internal  reserves  (training  plants  and  programs) .  They  have  been  training 
these  specialists  for  10  years,  but  the  Ministry  of  Hi^er  and  Secondary 
Specialized  Education  until  recently  has  stubbornly  refused  to  recognize  this 
specialization.  This  is  hardly  a  normal  jiienomenon.  More  and  more  workers  of 
the  higher  school  are  ootplaining  that  the  minist^  has  refrained  from 
establishing  these  specializations  in  central  institutions  and  has  insisted  on 
cissigning  them  to  VUZes.  A  good  deal  of  freedom  on  the  part  of  the  institutes 
in  this  area  would  make  it  possible  for  them  to  react  more  efficiently: 

to  the  level  of  the  base,  pre-VUZ  training  of  freshmen,  the  selection  of 
instructors  and  the  prospects  for  utilizing  graduates  of  a  specific  VUZ.  For 
instance,  if  in  a  given  year  a  VTOZ  has  no  ccmpetition  and  the  student  ranks 
are  filled  basically  with  far  from  outstanding  students,  th^e  is  no  point  in 
entrusting  it  with  the  training  of  personnel  for  science  and  it  would  be  more 
eJ5)edient  to  concentrate  efforts  as  much  as  possible  on  the  pmSuction 
disciplines  and  provide  good  specialists  for  production; 

to  the  changing  needs  of  production.  For  exaitple,  the  Voronezh  Polytechnical 
Institute  began  training  specialists  in  the  area  of  SAHR  lasing  concrete 
automated  work  positions  (ARM)  in  vfeich  they  will  work  after  conpleting  the 
VUZ.  If  years  are  spent  on  establishing  the  corresponding  specialization, 
during  this  time  the  ARM  can  change  and  the  procedure  will  have  to  be  started 
all  over. . i . 

Are  industry's  needs  for  new  ^lecialists  being  satisfied?  Let  las  learn  the 
opinions  of  the  consumers. 

L.  V.  Markin,  director  of  the  Barnaul  plant  for  transport  machine  building 
iroeni  V.  I.  Lenin:  "In  recent  yeeirs  at  our  plant  we  have  introduced  robotized 
modules,  automated  testing  of  diesels,  and  mechanical  processing  of  parts 
using  high  precision,  highly  productive  equipment.  We  operate  more  than  20 
varieties  of  systems  with  nimierical  program  control,  including  those  based  on 
microcomputers.  There  are  practically  no  specialists  to  operate  them.  In 
order  som^ow  to  "cover"  this  problem,  we  are  forced  to  retrain  electricians 
to  become  electronics  adjiosters  and  electrical  engineers  to  become  electronics 
ejqperts  at  enterprises  of  the  Ministry  of  the  Machine  Ttool  and  Tool  Building 
Industry  vhich  deliver  the  equipment  to  us.  The  plant  is  constantly  ^ort 
about  200  skilled  specialists. 

"We  receive  mainly  graduates  from  the  Altay  and  Tomsk  Polytechnical  Institutes 
and  the  Siberian  Metallurgical  Institute.  The  majority  of  them  do  not  have 
enoui^  practical  knowledge  and  they  are  not  very  familiar  with  innovations  in 
modem  equipment,  not  to  mention  the  technical  equipment  of  the  future.  There 
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hafi  been  a  mq-rVpd  j?ec3uctioii  of  the  social  activity  of  the  grac3uates  and  many 
are  not  px^epared  to  overccane  the  difficulties  and  engage  in  self-education  in 
order  to  grow  and  to  occupy  a  hi^er  position  in  the  future.  Only  after  2-3 
years  of  additional  training  in  the  plant  and  work  on  individual  and  special 
assignments  do  the  young  specialists  reach  the  level  of  cornpetence  we  need. 
Our  direct  ties  with  the  VUZes  that  provide  personnel  are  minimal.” 

A.  Ye.  Maltsev,  acting  director  for  economics  and  planning  of  KanAZ:  Ihe 
ag.cav.iati  on  has  a  well-arranged  i^stem  of  technical  education,  electronic  and 
microprocessor  eguipaonent,  and  automated  and  semi-automated  lines.  In  1985 
alone  we  assimilated  a  vhole  number  of  piogressive  technologies  vMch  are 
producing  a  significant  economic  effect.  We  selected  the  specialists  and 
trained  them  even  during  the  period  of  oonsturuction  of  KamAZ  and  sent  them  for 
on-the-job  training  at  related  enterprises.  Ihe  ones  they  send  us  now  have 
not  properly  developed  their  style  of  engineering  and  economic  'toiriking  and 
they  do  not  have  aiou!^  proper  skills  for  working  under  the  conditions  of^  a 
rapid  increase  in  the  volumes  of  information  and  the  need  to  process  it  wi-^ 
means  of  automation.  In  our  opinion,  the  training  of  new  specialists,  both  in 
quantity  and  in  quality,  lags  behind  the  rates  of  introduction  of  modem 
technical  equipment  and  technology." 

N.  P.  Belous,  general  director  of  the  Ukrelektrcmash  Production  Association: 
"Our  association  is  constantly  iirproving  the  designs  of  electric  engines  we 
produce  aixi  the  technology  for  producing  them.  This  requires  ^lled 
personnel.  Our  specialists  are  trained  basically  at  VUZes  at  Kharkov. 
Iftifortunately,  our  orders  cuie  not  eilways  conpletely  filled.  Thus  during  1982- 
1984  we  failed  to  receive  17  graduates  in  various  new  specialties. 

"And  those  we  receive  far  from  always  meet  our  requirements.  Here  are  some 
results  of  a  sociological  investigation  conducted  in  March  1985  at  the  Kharkov 
Electrical  Equipment  Plant.  During  the  time  of  their  on-the-job  training  only 
33  percent  of  the  young  specialists  performed  their  work  with  a  high  rating, 
67  percent  es^ierienoed  obvious  difficulties,  and  66  percent  of  those  vho  were 
questioned  di^layed  no  interest  in  their  occi^tion.  Only  22  percent  of  the 
young  specieilists  tried  to  introduce  something  new  into  their  work  and  44 
percent  performed  it  with  standard  methods  and  were  not  very  interested  in 
innovations  in  the  oorrespcaiding  sphere.  Of  those  vho  were  questioned,  11 
percent  were  quite  uninformed  about  the  scientific  and  technical  achievements 
in  their  specialty.  Ihe  difficulties  during  the  first  year  of  training  of  89 
percent  of  the  specialists  were  explained  ty  the  inadequate  theoretical 
training  and  the  lack  of  practical  experience,  and  11  percent — by  their  own 
personal  peculiarities." 

"Our  plant  critically  needs  skilled  specialists,"  writes  the  director  of  the 
Novosibirsk  Plant  for  precision  machine  building,  Zh.  F.  Kryuchkov.  "I  ^^1 
list  only  certain  areas  \ihere  the  diortage  of  personnel  is  creating  special 
difficulties:  these  are  the  application  of  microprocessors  in  control  systems, 
control  and  processing  of  information  in  diagnostic  systems;  technology^  of 
precision  mechanics;  the  development  of  tec^mological  processes  for  mechanical 
processing,  assembly  and  control  programs  for  machine  tools  with  numerical 
program  control;  the  development  and  introduction  of  flexible  production 
systems,  and  robot-technical  complexes;  the  utilization  of  progressive 
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electrqphysical  and  electrocheinical  methods  of  processing;  the  technology  and 
design  of  fittings  for  casting  parts  from  plastic. 

•'The  enterprise  receives  graduates  frcm  the  Tomsk,  Ivanovo,  Kazan,  Kuzbass  and 
Ku^y^ev  Polytechnical  Institute,  the  Novosibirsk  Electrical  Equipment 
Institute,  and  others.  The  level  of  their  theoretical  knowledge  is  basically 
adequate,  but  they  knew  little  about  the  requirements  of  practice.  Only  after 
working  for  1.5-2  years  at  the  plant  under  the  leadership  of  mentors  are  they 
rea(^  to  do  independent  work. 

S.  S*  Tarasenko,  head  engineer  of  the  Dn^repetrovddy  Korabaynovyy  Zavod  iroeni 
K.  Ye.  Voroshilov  Production  Association:  ”We  have  no  hi^er  educational 
institutions  especially  assigned  to  us.  Young  specialists  come  to  us  throu^ 
placement  throu^  the  Ministry  of  Hi^er  and  Secondary  i^)ecialized  Education, 
but  this  is  clearly  inadequate.  CXir  annual  vacancies  for  technologists, 
fittings  designers,  electronics  es^jerts  and  so  forth  are  18-24  people,  and  we 
submit  orders  for  training  15-20  specialists  and  receive  ei^t. 
Unfortunately,  th^^  are  poorly  trained  in  questions  of  designing  fittings, 
autemation  and  electronics,  not  to  mention  methods  of  planning  flexible 
lines." 

"Ihe  current  s^tem  for  distributing  young  i^^ialists  does  not  make  it 
possible  to  cover  the  needs  of  automotive  construction  for  mathematicians, 
electronics  experts,  skilled  programmers  and  so  forth,"  thinks  the  chief  of 
administration  for  personnel  tacaining  of  ZIL,  A.  N.  Feoktistav.  "Therefore 
enterprises  of  the  Ministry  of  the  Autemotive  Industry  are  forced  to  organize 
the  training  of  the  corresponding  specialists  directly  in  production  and  in 
branch  training  institutions.  This  entails  many  difficulties  related  to 
ej^jansiOTi  of  training  areas,  the  acquisition  of  modem  instruments  and 
cenputers,  and  the  selection  of  skilled  instructors." 

The  consumers  (with  rare  exceptions)  have  painted  a  depressingly  hoonnogeneous 
picture.  Frequently  there  are  not  enou^  nunibers  of  skilled  specialists  vho 
quickly  react  to  new  things,  nor  do  they  have  sufficient  ability.  Many  of  our 
problems  come  about  because  the  hi^ier  school  provides  mass,  "general" 
training  of  engineers,  and  production  uses  them  individually,  m  places  vhere 
this  has  been  deeply  recognized  and  have  tried  to  rearrange  things  by 
strengthening  the  precise  production  orientation  and  the  ejpediency  of 
training,  thineps  proceed  more  successfully.  In  the  political  r^x>rt  of  the 
C3RSU  Central  Ooninittee  to  the  27th  Party  Congress  the  tai^  was  set  "to  arrange 
in  a  new  way  the  interrelations  between  the  hi^er  and  secondary  specialized 
schools  and  the  branches  of  the  national  economy,  and  to  iiKrease  their  mutual 
interest  in  raising  the  level  of  training  and  retraining  of  personnel  and 
radically  improving  their  utilization  in  production." 

An  Engineer  Under  Contract 

Direct  contractual  ties  between  the  enterprises  and  the  VUZes  help  to 
determine  precisely  how  many  and  vhat  specific  kinds  of  specialists  are  needed 
and  for  vhat  periods  they  ^ould  be  trained  for  a  given  enterprise.  Under 
modem  conditions  a  plant  frequently  requires  engineers  in  several  specialties 
at  the  same  time.  Large  VUZes  are  capable  of  training  a  groi:p  of  these 
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specialists  v^o  have  the  same  views  on  devices  and  methods  of  solving  problems 
facing  the  enterprise.  Here  the  VUZ  and  production  are  jointly  responsible 
for  the  quality  of  training.  Managers  of  enterprises  and  rectors  of  VUZes 
have  unanimously  spoken  out  in  favor  of  strengthening  creative  cooperation. 

A.  A.  Gusev,  general  director  of  the  Tallinn  Production  Association  for 
Radioelectronic  Equipment:  "In  order  to  obtain  the  necessary  specialists  v4io 
have  a  deep  understanding  of  specific  areas,  we  annually  select  approximately 
10  students  from  the  third  and  fourth  courses  of  the  Tallinn  Polytechnical 
Institute.  The  institute  in  conjunction  with  us  draws  up  special  training 
programs.  Even  during  the  time  of  training  the  students  work  actively  on 
association’s  subject  matter  and  they  are  obligated  to  take  their  training 
practice  here. 

V.  M.  Vologzhin,  general  director  of  the  Lvov  Konveyer  Production  Association: 
"We  have  concluded  agreements  with  the  Lvov  Polytechnical  Institute  and  the 
MVTU  imeni  M.  E.  Bauman.  Two-thirds  of  the  groip  of  students  (10-15  students 
each)  are  selected  after  the  first  course.  Each  is  assigned  a  leading 
specialist  of  the  plant  vho  helps  the  student  to  en^ge  in  production  and 
technical  activity  and  prepare  real  diplcma  projects  suggested  by  the 
enterprise.  These  projects  must  be  defended  in  production.  Even  durir^  the 
process  of  training  one  can  see  the  student's  inclinations  and  which  job  would 
suit  him.  These  graduates  immediately  demonstrate  practical  understanding  and 
professionalism.  In  our  opinion,  for  developments  of  a  high  level  that  are 
recognized  ly  the  technical  council  vhere  the  diploma  project  is  defended,  the 
diploma  recipient  ^ould  be  paid  no  less  than  300-400  rubles." 

Not  many  specialists  are  being  trained  under  direct  conteacts  yet.  Here,  for 
example,  are  the  statistics  for  KamAZ. 


Training  of  Specialists  for 

KamAZ  in 

1981- 

1985 

1981 

1982 

1983 

1984  : 

1985 

Number  of  VUZes  assigned  to  the  association 

by  the  Go^lan 

56 

45 

30 

49 

38 

Number  of  specialties 

58 

56 

53 

50 

,42 

Demand  for  specialists 

1358 

856 

690 

410 

410 

Specialists  assigned 

740 

414 

279 

344 

243 

Arrived  at  KamAZ 

Number  of  specialists  trained  under  direct 

553 

317 

304 

296 

agreements  with  VUZes 

102 

48 

4 

28 

What  is  keeping  the  associations  from 
progressive  direct  ties  with  VUZes? 

changing 

over 

more 

actively 

to 

O.  S.  Osintsev,  d^uty  general  director  of  the  Uralmash  PO:  "Our  association 
is  provided  with  personnel  from  more  than  40  VUZes  located  in  various  regions 
of  the  country,  and  approximately  20  of  them  are  constantly  changing.  On  ■toe 
other  hand,  Uralmash  as  the  base  enterprise  is  assigned  for  practical  training 
to  more  than  42  VUZes  and  tekhnikums,  more  than  half  of  which  do  not  send  us 
personnel.  Each  year  we  accept  rp  to  600  students  for  practice  training,  and 
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only  30  of  them  \A)o  are  already  familiar  with  Uralma^  cxame  to  work  for  us. 
What  material  interest  can  the  enterprises  have  in  training  specialists?  With 
such  a  kaleidoscc^  of  VUZes  it  is  difficult  to  establish  long-term  personnel 
contacts.  And,  as  we  have  been  convinced  from  our  own  esqjerience,  these 
contacts  are  a  reliable  support  for  the  develcpnent  of  a  material  and 
technical  base  for  the  institute  and  training  of  engineers  vho  made  the 
requirements  of  scientific  and  technical  progress.  We  have  establi^ed  direct 
ties,  in  particular  with  the  Izhevsk  Mechanics  Institute.  Its  studente  eore 
sent  to  the  association  1.5  years  before  cottpleting  the  VUZ  (they  are  thinking 
about  sending  them  to  us  for  practical  work  after  their  second  year) ,  they 
ccme  to  us  for  prediploma  practice  and  they  defend  real  diploma  projects. 

"It  would  be  good  to  make  a  decisirai  to  have  a  large  enterprise  staffed  with 
specialists  from  no  more  than  20  VUZes. 

"No  less  critical  for  us  is  this  problem;  Ihe  USSR  Ministry  of  Hi^er  and 
Secondary  Specialized  Education  distributes  specialists,  unfortunately, 
without  taking  into  account  the  esdsting  specializations  within  the 
specialties.  For  example,  Uralmash  receives  graduates  of  the  Magnitogorsk 
Mining  and  Metallurgical  Institute  in  the  specialty  "Processing  of  Metals  by 
Pressure"  with  the  specialization  of  pipe  rolling  and  wire  production,  but  we 
need  specialists  in  forge  and  press  production.  We  receive  the  pecialists 
and  immediately  retrain  them.  Ihe  real  return  from  them  is  postooned 
significantly.  It  is  time  to  put  this  in  order." 

Uralmash  is  not  the  only  one  that  is  bothered  by  the  geogrephical  locations  of 
the  VUZes. 

M.  M.  Maydiolov,  dputy  director  of  the  Karaganda  Metalluirgical  Combine: 
"Siscty  percent  of  the  young  specialists  trained  ky  VUZes  of  the  RSFSR  and  the 
Ukraine  after  working  out  their  prescaribed  time  return  to  their  cwn  regions, 
and  graduates  of  the  Temirtau  Plant-VIUZ  and  the  Karaganda  Polytechnical 
Institute,  as  a  rule,  remained  to  work  in  the  cxsotbine.  According  to  data  from 
scciological  research  ccaiducted  by  us  in  1976  and  1979,  the  potential  turnover 
of  graduates  from  this  plant-VTUZ  is  one-fifth  of  that  of  institutes  in  other 
cities.  This  tendency  is  not  changing  with  the  years.  During  1981-1984  74 
engineers  \AiO  were  sent  here  never  arrived  at  the  combine.  And  graduates  of 
the  Azerbaijan  Institute  of  Petroleum  and  Chemistry,  althcu^  they  arrive  at 
the  combine,  have  such  a  pcmr  knowledge  of  the  Russian  language  that 
professicmal  problems  recede  into  the  background. 

i 

m  this  case  is  it  worthvhile  generally  to  send  them  outside  the  rpublic? 
Ihe  Karaganda  Metallurgical  Institute  is  far  from  the  cxily  one  with  these 
prchlems.  Many  Siberian  enterprises  feel  that  they  are  just  a  transfer  base 
vhere  young  pecialists  "work  cut  their  3-year  period."  Both  the  enterprises 
and  the  students  are  interested  in  having  the  authorized  agaicies  pay  proper 
attention  to  the  territorial  principle.  It  is  not  a  new  problem,  but, 
unfortunately,  it  is  being  resolved  slowly. 

Let  us  take  a  look  at  this  problem  throu^  the  eyes  of  another  partner  in 
direct  agreement. 
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Now  the  RSFSR  Ministry  of  Higher  and  Secondary  Specialize 
conducting  an  e>5)eriinent  in  17  higher  educational  institutions  in  26 
jgppr-.iait-iftc;  on  target  intensive  training  of  students  (TsIPS) .  In  essence, 
this  is  the  same  thing  that  the  leading  VUZes  of  the  republic  have  become 
convinced  of  independently.  The  institutes  have  been  given  a  task  of 
providing  for  training  of  personnel  under  direct  agreements  with  enterprises 
(mainly  for  new  scientific  and  technical  areas) ,  combining  fundamentel 
knowledge  with  a  high  professional  level  and  work  skills  in  the  corresponding 
area.  It  was  necessary  to  rework  the  training  plants  and  programs,  to  create 
new  textbooks  and  leader^ip,  to  retrain  instructors,  and  to  utilize  more 
effective  training  methods. 

Agreements,  in  particular,  establi^  vhich  technical  eguipment  the  pl^ts 
^ould  deliver  to  the  VUZes.  This  helps  to  create  a  material  aM  ■^hnical 
base  for  training  that  is  adequate  to  the  modem  level  of  scientific  arxi 
technical  progress.  But  this  is  still  far  from  being  ideal.  For  exaitple, 
means  of  flexible  automation  intended  especially  for  training  are  not  produced 
in  our  country.  Therefore,  at  best,  the  laboratories  are  cortpensated  with 
equipment  for  production  purposes.  On  the  one  hand,  this  produces  a  positive 
effect — ^the  students  learn  in  conditions  that  are  close  to  tho^  in 
production,  and  on  the  other  hand— the  utilization  of  production  equipment 
causes  many  difficulties  in  the  VUZ:  it  is  necessary  to  have  large  laborato:^ 
spaces  on  the  first  floors  of  the  buildings,  a  pneumatic,  industrial  electric 
current,  stabilization  of  this  current,  and  so  forth. 

The  Qielyabinsk  Polytechnical  Institute  is  also  participating  in  this 
ej^jeriment.  Under  the  TSIPS  it  manages  to  train  only  15-20  percent  of  the 
graduates  in  the  corresponding  specialties,  and  this  is  mainly  for  plants  that 
are  located  within  the  c*>last  and  have  scientific  contacts  with  the  institute. 
In  1984  this  VUZ  distributed  a  total  of  2,190  specialists  to  enterprise  of  57 
ministrie,  as  a  result  of  vhich  300  plants  received  only  one  graduate  each. 
Here  is  a  situation  analogous  to  the  one  described  by  the  managers  of  the 
enterprise. 

A.  K.  Tashchev,  pro— rector  for  training  work  of  the  Chelyabinsk  Polytechnical 
Institute,  doctor  of  technical  sciences,  profesor:  "We  train  ^secialists 
speifically  for  the  division  of  automated  systems  of  programming,  control  and 
robotization  of  the  Chelyabinsk  Tractor  Plant.  With  the  participation  of  the 
students  the  institute  has  developed  an  SAER  for  routing— operational 
technology  for  the  Ky^tym  Radio  Plant  and  SAER  for  technical  operations 
processes  using  the  YeS  ccitputer  for  the  Chelyabinsk  Plant  for  Construction 
and  Road  Machinery.  These  same  young  specialists  are  successfully  introducing 
and  operating  them.  That  is,  along  with  the  system  we  "release"  specialists 
to  the  enterprise.  This  approach  essentially  accelerates  the  introduction  of 
the  ^stem  and  adaptation  of  the  graduates,  and  it  helps  to  form  new 
subdivisions  at  the  plant  that  are  more  receptive  to  scientific  and  technical 
progress. 

'•Understanding  how  premising  this  form  of  training  is,  we  have  detemined  the 
need  of  the  enterprises  of  the  Urals  for  the  corresponding  specialties.  The 
Ministry  of  Higher  and  Secondary  Specialized  Education  has  approved  this  work. 
But  vhen  it  came  around  to  concluding  agreements  everything  fell  apart:  it 


82 


recammended  that  we  be  guided  by  the  prc^xjrtions  establi^ed  by  many  years  of 
practice  of  distribution  and  not  'break  out'  of  the  chain  'Gosplan-ministry- 
enterprise. '  What  kind  of  direct  ties  are  these?  One  hand  has  approved  the 
work  and  the  other  has  aboli^ed  it." 

G.  S.  Nechiporuk,  pro-rector  for  training  work  of  the  Kharkov  Polytechmcal 
Institute:  "Not  all  enterprises  understand  the  iirportance  of  joint  training 
of  specialists,  especially  ^en  it  ccmes  to  assisting  the  institute  with 
modern  equipment.  The  ministries  are  unwilling  to  ej^jand  the  TsIPS  because 
the  graduates  are  distributed  according  to  a  plan  vhich  is  not  linked  to  the 
contractual  form  of  training.  That  is,  after  havrag  spent  effort  and  money, 
the  enterprise  may  not  receive  the  expected  specialists  vho  are  oriented 
toward  its  problems  unless  -the  Go^lan  assigns  the  corresponding  number  of 
graduates  in  the  plan  for  distribution." 

"So  far  one  gets  the  iitpression  that  in  the  USSR  Go^lan,  vhich  is  in  cha^e 
of  distribution,  they  have  not  heard  about  new,  more  durable  direct  ties 
between  the  hi^er  school  and  production  collectives  aM  do  not  even  give 
credit  for  the  practical  value  of  this  initiative,  vhich  has  already  been 
proved  From  year  to  year,  the  plans  do  not  give  any  advantages  to  our 
faithful  allies.  The  relatively  small  Moscow  Institute  of  Electronics  Machine 
Building  previously  sent  engineers  to  40  different  enterprises  and  it 
continues  to  do  this  in  spite  of  the  fact  that  the  need  for  specialists  of 
this  profile  and  these  qualifications  vary.  Some  enterprises  literally 
suffocate  without  them  vhile  others  cannot  yet  find  work  positions  that 
correspond  to  their  training.  At  this  coirplicated  turning  point  in  the 
country's  development,  vhen  it  is  necessary  to  concentrate  all  forces  on  key 
sections  of  scientific  and  technical  progress,  such  "equalization"  and,  in 
essence,  dispersion  of  highly  qualified  personnel  vho  are  in  i^ort  sr^ply  is 
absolutely  inadmissible,"  writes  the  rector  of  the  Moscow  Institute  of 
Electronic  Machine  Building,  doctor  of  technical  sciences.  Professor  Ye.  V. 
Armenskiy  [footnote  1]. 

Planning  "For  the  Task" 

Practice  insistently  dictates  the  need  to  develop  a  well-arranged  system  of 
interaction  between  the  branch  and  the  hi^^  school  both  in  training  and  in 
the  area  of  scientific  research  and  the  social  sphere.  Now,  ev^  if  such 
contacts  exist,  they  are  frequently  due  to  the  initiative  of  groups  of 
enthusiasts  vho  have  been  able  to  overcame  the  numerous  obstacles. 

"It  would  be  good  to  lani:^  the  achions  of  the  branches  and  the  VUZes  with 
certain  organizational  devices,  the  main  one  being  unified,  all-around 
planning  for  the  caramon  goal  (the  scientific  and  technical  problem) , "  thinks 
the  rector  of  Mosstankin,  doctor  of  technical  sciences.  Prof  Yu.  N. 
Soloinentsev.  "All-around  planning  'for  the  task'  would  determine  and  uni^ 
the  ministries  develc^ing  the  given  long-term  scientific  and  technical  problem 
and  the  specific  VUZes,  vhich  are  oriented  at  the  right  time  for  si:^plying 
personnel." 

Even  now  coitprehensive  scientific  and  technical  programs  contain  indirect 
information  about  future  needs  for  various  kincis  of  specialists.  "Why  not 
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cxjncretize  this  information  and  thus  largely  avoid  the  personnel  problems? 
Hie  USSR  State  Ccramittee  for  Science  and  Technology  ^ould  include  in  these 
programs  ’orders  for  i^>ecialists'  with  the  corresponding  provision  for  their 
training, "  suggests  the  rector  of  the  Ifoscow  Aviation  Technical  Institute 
iraeni  K.  E.  TSiolkovskiy,  doctor  of  technical  sciences,  Prof  B.  S.  Mitin. 
“Without  people,  as  we  krraw,  any  technical  equipBtait  nms  the  rii^  of  ending 
dead. " 

](feterial  Interest 

With  dose,  fruitful  scientific  and  personnel  contacts,  it  seems,  the  branches 
would  be  ocHisider^ly  more  willing  to  "share"  their  means  with  the  VUZes  and 
help  tiiem  to  train  specialists  on  advanced  technical  equipment.  One  of  the 
forms  of  strengthening  loitual  contacts,  in  the  opinion  of  Yu.  M.  Solomentsov, 
is  to  make  the  VUZ  responsible  not  only  for  specific  training  of  personnel, 
but  also  for  retraining  of  specialists  vho  were  not  alreacfy  working.  In 
particular,  the  institute  could  arrange  regular  augmentation  and  evaluation  of 
their  knowledge  throu^  the  corre^^ndence  form  of  training,  for  instance, 
th^  could  prepare  and  disseminate  materials  concerning  the  corresponding 
scientific  and  technical  achievements  for  independent  stucfy,  give  lectures, 
and  conduct  practical  classes  and  business  games.  And  then  once  or  twice 
during  the  5-year  period  they  could  verify  their  knowledge.  If  a  worker  has 
not  passed  the  test,  even  after  the  third  time,  there  arises  a  question  of 
vhether  he  is  appropriate  for  the  position  he  holds  and,  consequently,  the 
question  of  revising  his  wages. 

Another  progressive  form  of  retraining  personnel  are  at  specialized  faculties 
at  large  VUZes.  "Such  faculties  can  satisfy  much  more  easily,  more  rapidly 
and  with  fewer  e}q)enditures  the  ’peak'  demand  for  specialists  in  new  areas  of 
science  and  technology,  that  is,  the  demand  in  the  stage  of  extensive 
introduction  of  new  methods  and  equipment.  As  it  is  satisfied,  it  is  reduced 
to  a  certain  stable  amount.  And  it  is  ajparently  this  stable  amount  that 
^ould  be  the  point  of  reference  for  the  higher  school  viien  organizing  new 
specialties,"  thinks  B.  S.  Mitin. 

Frequently  it  is  not  sinple  for  directors  of  enterprises  to  "share"  funds  and 
modem  equipment,  even  if  they  are  very  willing  to.  Some,  in  ^ite  of 
difficult  conditicsis,  still  find  the  possibility  of  allotting  money  for 
constructing  training  facilities  and  dormitories  and  acquiring  laboratory 
equipment  and  computers.  While  others,  blaming  objective  factors,  prefer  to 
hide  behind  the  solidly  rooted  deceptive  appearance  that  professional 
knowledge  and  ability  of  new  specialists  are  to  be  provided  for  production 
"free  of  charge."  The  ^parent  ine>pensiveness  of  hi^er  education  costs  the 
state  a  great  deal  and  impedes  good  training  of  personnel. 

It  is  necessary  to  maJce  enterprises  and  VUZes  more  materially  dependent  on  the 
number  of  young  specialists,  their  qualifications  and  the  quality  of  their 
training.  Of  course  it  would  be  incorrect  to  subject  the  training  of  all 
specialists  to  "econamic  logic."  Some  of  the  ^jecialties  ^lould  be  financed 
exclxasively  from  the  state  budget.  But  many  can  be  changed  over  to  joint 
support  fy  transforming  this  into  an  effective  lever  for  managing  the  hi^er 
school. 
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Yu.  V.  Seleznev,  rector  of  the  Omsk  Polytedinical  Institute,  doctor  of 
technical  sciences,  professor:  "Specialists  of  our  institute  who  engaged  in 
the  stu<^  of  this  problem  came  to  the  conclusion  that  it  is  better  to  take 
'payment  for  specialists'  out  of  the  profit  of  the  enterprises  than,  say,  to 
include  it  in  the  production  cost  of  the  products.  This  approach  is  not 
without  (certain  ^ortcxamings,  but  they  c:an  be  sidestepped.  For  exatrple,  it 
can  motivate  managers  not  to  order  specialists  from  VUZes,  but  to  lure^  th^ 
away  from  other  enterprises.  In  order  to  eliminate  'job  hopping'  it  is 
necessasY/  ih  particular,  in  the  five-year  and  annual  plans  for  the 
develcspment  of  enterprises  to  establish  assignments  for  augm^ting  the  number 
of  engineering  and  technical  personnel  through  reonitment  ^of  young 
specialists.  When  the  procJuction  of  new  products  is  being  assimilated  the 
demand  for  specialists  increases  sharply.  In  order  to  make  reimbursement  for 
above-plan  expenditures  on  their  training,  it  would  be  e>5)edient  to  utilize 
funds  allotted  to  the  enterprises  for  special  purposes  out  of  the  br^ch 
unified  fund  for  the  develcpnent  of  scienca  and  technology.  The  iinutilized 
funds  ^ould  be  transferred  to  the  budget. 

One  of  the  conditions  ensuring  self-repayment  and  incareased  effectiveness  of 
the  activity  of  the  cost-acoounting  VUZ  is  its  cperation  stricUy  in  keeping 
with  the  plan  develc^ped  on  the  basis  of  scientifically  substantiated  norms  and 
normatives.  The  Ministry  of  Higher  and  Secondary  Specialized  Education  should 
establish  only  the  output  of  engineers  in  the  various  specialties,  the  limit 
bn  a  number  of  professor  and  teaching  personnel  and  workers  in  the  scientific 
research  sector,  the  volume  of  contracted  scientific  research  work,  the 
economic  effect  from  the  introduction  of  scientific  research  work  and  the  wage 
fund.  All  the  other  indicators  serve  as  a  basis  for  the  established 
indicators  and  evaluation  indicators.  The  following  normatives  will  be 
needed:  expenditures  on  the  training  of  sp^ialists,  the  number  of  students 
per  instructor,  deductions  into  the  economic  incentive  fund,  and  also  the 
qualifications  structure  of  professor  and  instructor  personnel.  Among  these  a 
special  ^x>sition  is  occupied  by  a  normative  of  expenditures  on  training 
specialists  which  is  stable  for  the  five-year  plan  and  which  is  calculated 
taking  into  account  estimated  espenditures  on  the  maintenance  of  the 
normative  of  their  amount  conditioned  by  the  develcpment  of  scientific  and 
technical  progress  and  improvement  of  the  qualifications  structi^e  of 
professor  and  teaching  personnel;  expenditures  on  contracted  scientific 
research  work;  and  normative  profit.  The  institute's  income  from  its  basic 
activity  is  determined  by  multiplying  this  normative  by  the  number  of 
specialists  being  training.  This  is  approved  in  the  Ministry  of  Higher  and 
Secondary  Specialized  Education  and  coordinated  with  the  client  branches, 
receiving  specialists. 

"(jost  accounting  presupposes  expansion  of  the  operational  management 
independence  of  the  VUZ,  above  all  in  the  development  of  the  plan  for  the 
graciuation  of .  specieilists.  When  drawing  vp  this  plan^  the  VUZ  must,  in 
addition  to  the  control  figures  established  by  the  Ministry  of  Hi^er  and 
Secondary  Specialized  Education,  take  into  account  the  demand  of  the  consumers 
for  engineers  in  various  specialties.  This  is  revealed  throu^i  agreements 
with  the  enterprises.  At  the  same  time,  the  VUZ  has  greater  responsibility 
for  stuc3ying  the  demand  of  the  enterprises  for  its  graciuates  and  for  the 
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quality  of  their  training.  An  increased  demand  for  graduates  of  a  given  VUZ 
can  be  regarded  to  a  certain  degree  as  a  generalized  indicator  of  the  quality 
of  training. 

"Cost  accounting  also  presi^poses  the  creation  of  economic  incentive  funds  in 
the  VUZes.  Ihe  basic  source  for  these  is  profit.  As  fund-forming  indicators 
one  can  use  the  graduaticai  of  specialists  and  the  quality  of  their  training, 
and  additional  Indicators  can  be  the  volume  of  contracted  scientific  research 
vrork  or  the  amount  of  the  economic  effect  from  the  introduction  of  scientific 
research  work." 

It  is  e}ctremely  inoportant  to  develcp  correct  criteria  for  the  quality  of 
training.  And,  of  course,  these  criteria  cannot  be  those  indicators  vhich  the 
Ministry  of  Hic^er  and  Secondary  Specialized  Education  carefully  checOcs  on  and 
on  vhich  the  well-being  of  the  educational  institution  depends  on  any  case. 
Ihe  VUZ  must  be  responsible  for  the  specialist  and  not  for  the  student. 
Production  workers  new  have  the  impression  that  the  higher  school  is  the  only 
branch  vhich  does  not  bear  req^xMisibility  for  the  quality  of  the  products  it 
prtsduces. 


Yu.  V.  Sobolev,  rector  of  the  Kharkov  Institute  of  Rail  Transportation 
Engineers,  doctor  of  technical  sciences,  professor:  ’"Ihe  consumers  should 
evalxjate  the  work  of  the  YIUZ.  To  begin  with,  it  is  necessary  to  develop 
methods  for  evalmting  the  work  of  graduates  in  productiem  during  a  1-year  and 
3-year  probatlcai  period.  In  order  to  simplify  the  processing  of  Information 
the  direch  supervisor,  with  the  participation  of  chairmen  of  party  and  public 
organizations,  can  evaluate  the  work  of  the  young  specieilists  using  a  4-polnt 
system.  These  evaluations  are  sent  to  the  VUZ,  vhich  processes  them  according 
to  the  various  specialties,  faculties  and  Institute  as  a  vhole,  and  receives 
fairly  objective  information  about  the  level  of  training  of  its  graduates  and 
vhat  changes  must  be  made  in  the  training  process.  It  would  be  gcxxi  for 
specialists  to  be  granted  diplomas  only  after  they  have  properly  proved 
themselves  in  production  and  the  enterprise  has  submitted  positive  reports 
about  their  training  to  the  institute.” 

"Now  enterprises  submit  reports  to  the  institutes  from  the  results  of  the  one- 
year  probaticai  period  of  graduates.  But  the  forms  and  (Contents  of  these 
documents  are  excessively  diverse.  Ihey  are  drawn  ip  vhoever  can  do  it, 
frequently  not  only  not  taking  into  account,  but  not  even  knowing  the  needs  of 
the  VUZes.  The  time  has  came  to  develop  a  unified  form  for  such  reports  vhich 
completely  corresponds  to  the  requirements  placed  by  scientific  and  technical 
progress  on  the  modem  specialist,”  asserts  A.  S.  Osintsev.  It  would  seem 
that  something  has  been  done  hem.  Ihe  Ifein  Administration  for  Technical 
VUZes  of  the  RSFSR  instructed  20  VUZes  to  form  creative  groups  made  up  of 
leading  scholars  in  order  to  develop  unified  formalized  criteria  for 
evaluating  the  work  of  the  hi^er  educational  institution  as  a  vhole  and  the 
quality  of  training  of  specialists  in  particular. 

"But  it  is  also  necessary  to  increase  the  ri^ts  of  the  VUZ,  say,  to  recall 
its  graduates  from  jobs  that  do  not  correspond  to  the  engineering  education  or 
even  from  enterprises  if  they  are  not  able  to  grant  them  actual  engineering 
work,”  Yu.  M.  Solomentsev  formulates  the  opinion  of  many. 
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The  introduction  of  economic  mechanisms  for  managing  the  hi^er  school 
requires  a  revision  of  its  structure  and  the  elimination  of  departmental 
of  VUZes.  C3ost  accounting  relations  among  institutes  and 
under  the  jurisdiction  of  a  single  ministry  cannot  be  effective 
do  not  provide  for  their  being  basically  ind^jendent  in  nature, 
reasons  will  always  be  found  for  redistributing  money  from  the 
training  into  the  production  sphere.  On  the  other  hand,  the  development  of 
cost-accounting  relations  requires  a  unification  of  the  efforte  of  training 
institutions  in  order  to  create  inter-VUZ  faculties,  laboratories  and  cciipiter 
centers.  Many  problems  related  to  this  cannot  be  resolved  tjntil  the  VUZes  are 
included  on  different  ("state"  and  "branch")  balances. 


s^yaration 
enterprises 
since  they 
Significant 


How  TO  Train  New  Specialists? 

The  rector  of  Mosstarikin,  Ifti.  M.  Solcmentsev,  suggests  utilizing  the  module 
principle  more  actively.  This  institute  has  formulated  a  module  (necessary 
and  adequate  selection  of  specialties  and  specializations)  Idiat  is  adequate  to 
the  structure  of  the  problem  being  resolved  (the  creation  of  automated 
productions  in  machine  building)  and  to  a  ccaisider^le  degree  encoitpa^pes  all 
subject  issues  irelated  to  it.  Witii  a  oaipr^ensive  approach  to  the  ^ientific 
and  technical  problem,  one  cannot  consider  an  individual  specialty  without  its 
being  linked  cdosely  to  others  in  the  given  module.  The  VUZ  could  formulate 
several  such  modules  depending  on  the  cxmplexity  of  problems  being  resolved. 

The  training  plans  and  programs  for  new  courses  in  Mbsstanikin  are  clLso 
oriented  toward  solving  a  long-range  problem.  For  example,  the  training  plan 
for  the  specialty  "Technology  of  Machine  Building,  Metal-Cutting  Tools  and 
Instruments,"  includes,  in  addition  to  traditional  disciplines,  subjects 
related  to  the  presentation  of  the  fundamentals  of  the  ^plication  of  modem 
oonputer  equipment,  autcmation  of  producticai  processes,  SAER  of  technological 
processes  and  equipment.  All-enccmpassing  training  on  computer  equipment  has 
been  provided  successfully  from  the  first  throu^  the  last  course.  This  makes 
it  possible  to  conduct  course  and  diploma  planning  on  the  basis  of  SAIR  and  to 
conduct  specialized  courses  in  the  faculties  with  this  profile  on  a  hi^ 
mathematical  level. 

The  list  of  specialties  and  specialiasations  that  exist  at  the  present  time  is 
sufficient  for  providing  perscamel  for  the  aiitonoomous  oonponents  of  the  SAPR. 
But  not  a  single  one  of  the  traditional  groups  of  specialists  is  oriented 
toward  the  creation  of  an  integrated  automated  sj^tem  out  of  these  ooaiponents. 
Mosstankin  has  set  the  task  of  giving  all  future  specialists  knowledge  in  the 
area  of  SAER,  and  some  of  them— the  users  (they  are  the  majority)  must  develop 
the  ability  to  work  vising  means  of  SAER  and  know  their  capabilities,  vhile 
others— developers  (system  technicians)  must  be  given  profound  knowledge  of 
the  development  and  construction  of  integrated  systems  of  automation. 

The  training  plan  has  a  stronger  cycle  Of  disciplines  related  to  control  of 
producticai  processes  since  a  successful  solution  to  practically  any  scientific 
emA  tecJmical  prcA^lem  in  machine  building,  in  the  final  analysis,  amounts  to 
ocHitrol  of  these  processes  at  all  the  hierarchical  levels  (machine — section — 
^op — ^plant) . 
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The  rapid  rates  of  scientific  and  technical  progress  also  require  efficient, 
flexible  training  of  new  specialists.  "in  order  to  provide  this,”  thinks  Yu. 
M.  Solqmentsev,  "it  is  necessary  to  have  basic  physics-mthematics  and 
coirputer  (using  electronic  cortpiteirs)  trainir^  of  students  from  the  first 
through  the  last  course,  and  also  the  construction  of  special  disciplines  on  a 
good  theoretical  basis.  It  is  precisely  a  profound  knowledge  of  theory  that 
makes  it  possible  for  the  specialists  to  master  the  apparatus  for  modeling  in 
all  stages  of  the  creation  and  manufacture  of  machines  and  become  grounded  in 
the  utilization  of  the  apparatus  for  automated  planning.  An  extremely 
essential  part  of  even  the  crucial  training  material  offered  in  the  first 
course  turns  out  to  be  unnecessary  by  the  time  the  student  is  preparing  to 
obtain  a  diploma.  Therefore  it  is  necessary  to  teach  students  methods  of 
solving  engineering  and  scientific  problems  and  not  construct  a  training 
process  using  prepared  formulas  with  previously  known  answers.  Any  class, 
laboratory  work,  or  course  planning  ^ould  be  organized  in  such  a  way  that 
they  are  small  research  projects  with  their  own  task,  methods  of  solution  and 
conclusions.  Such  an  approach  also  helps  to  instill  in  the  future  engineers  a 
desire  for  constant  improvement  and  self-education." 

It  is  undoubtedly  important  to  train  students  in  the  general  methodological 
approach  to  creating  new  technological  processes  and machines  and  to  make  it 
possible  even  in  the  VUZ  to  get  on  a  "first-name"  basis  with  computers  and 
automated  systems  for  control  and  planning.  But  here  it  would  be  good  not  to 
forget  the  good  old  methods  of  training  vhich  develop  Imagination  and 
intelligence,  strengthen  the  memory,  and  instill  a  love  of  Tabor  and  a 
readiness  to  create  with  one's  own  han^.  Without  these  the  bri^t  hopes  of 
being  able  to  use  computers  and  microprocessing  equipment  will  not  be 
justified. 

More  and  more  people  are  advocating  the  ei^jediency  of  two-stage  engineering 
training.  It  is  apparently  necessary  to  change  over  to  such  training 
gradually,  initially  in  a  covple  of  large  industrial  centers.  One  of  the 
varieties  of  training  in  stages  is  proposed  by  the  rector  of  the  Tomsk 
Polytechnical  Institute,  doctor  of  technical  sciences.  Prof  I.  P.  Chuchalin. 
Within  this  same  6-year  training  period,  in  his  opinion,  it  would  be  good  to 
introduce  another  level,  that  is,  to  have  a  scheme  of  "2+2+2."  The  first  2 
years  would  provide  general  theoretical  training  in  the  basic  subjects  of  an 
engineering  and  technical  profile  and  vhatever  it  is  necessary  to  form  a 
Marxist-Leninist  world  view.  In  addition  to  this  toe  students  would  obtain 
one  of  toe  working  professions  in  the  chosen  specialty  v  The  VUZ  already  has 
experience  in  providing  working  skills.  After  toe  first  cycle  of  training  toe 
students  would  be  certified  and  receive  a  diploma  for  toe  basic  specialized 
education  and  a  certificate  that  to^  had  mastered  toe  skill  category  in  a 
labor  occi:5>ation.  Then  some  of  them  would  continue  trainiiig  and  some  would  be 
sent  out  into  toe  national  economy  to  toe  work  positions.  The  proportions 
would  be  determined  according  to  toe  capabilities  and  needs  for  specialists  in 
various  categories.  As  a  result  of  the  second  2-year  cycle  of  training  toe 
students  would  be  given  toe  qualifications  of  an  engineer  with  a  broad  profile 
in  toe  selected  ^here  of  activity,  and  then  a  new  certification  and 
distribution.  The  strongest  students  would  train  for  another  2  years  for 
scientific  research  activity.  The  graduates  of  toe  first  2  cycles  could 
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continue  to  stucfy  after  having  worked  in  production  and  successfully  taken  the 
corresponding  examinations. 

Tiita  es^jerienoe  of  the  d^juty  director  of  the  Karaganda  Metallurgical  Ccratoine, 

M.  M.  Maydiolov,  convinced  him  that  it  is  not  enou^  to  ^ve  the  studente  a 
Iqhnr  occupation  during  the  first  2  years  of  training  and  it  would  be  desired 
to  introduce  the  "practice  of  management"  into  subsequent  oour^.  EWring 
t-hig  -himg  each  student  would  be  obligated  to  work  as  a  sub^itute  for  a 
brigade  leader,  foreman,  shift  chief  and  only  after  this  could  he  be  allowed 
to  defend  his  diploma  project. 

N.  P.  Belous  suggests  introducing  mandatory  engineering  laboratory  practice 
for  students  at  enterprises  once  or  twice  a  week;  leading  specialists  of 
enterprises  should  be  enlisted  more  actively  for  conducting  practical  classes 
in  ^jecial  subjects,  delivering  lectures  on  their  explication  at  a  given 
plant,  and  giving  quizzes  and  examinations  on  them. 

Ihere  is  a  current  need  to  introduce  positions  of  private  docents  ai^  private 
professors  \dio  could  be  elected  ty  secret  vote  of  councils  of  institutes^ from 
the  ranks  of  highly  qualified  production  specialists  and  especially 
distinguished  instructors  without  scholarly  degrees.  This  would  make  it 
pr>ggii->ift  to  reinforce  the  special  faculties  with  real  specialists  >ho  know  the 
demands  of  production  and  would  provide  incentives  for  training  and 
educational  work  of  the  instructors,"  Yu.  V.  Sobolev  is  convinced. 

Beginning  with  the  1986-1987  school  year,  the  Moscow  (haM.cal-Techological 
Institute  plans  to  introduce  instead  of  the  previous  production  practices  a 
unified  half-year  practice  session  with  work  in  work  positions  and  in 
engineering  and  technical  positions  with  a  stu^  of  certain  subjeerte  i^ing  the 
evening  form  of  training.  The  goal  is  to  instill  in  future  specialists  the 
ability  to  intelligently  apply  the  theoretical  knowledge  they  have  obtained 
and  the  Skills  of  organizational  work  in  the  collective. 

In  order  to  raise  the  level  of  practical  training  of  students,  in  certain 
vruzes,  in  the  opinion  of  Yu.  V.  Sobolev,  it  would  be  ejqpec^ent  to  introduce 
as  an  ej^^eriment  a  mixed  system  of  training;  during  the  first  3  yeara  one 
could  basically  provide  theoretical  training  during  day  school,  and  in  the 
next  2-3  years— special  training  ly  correspondence.  After  successful 
completion  of  the  theoretical  training,  the  student  would  be  sent  to  his  work 
assignment.  Ihe  work  in  production  should  be  a  constituent  part  of  "toe 
training  and  be  accotpanied  fcy  the  mastery  of  labor  and  technical  specialties 
necessary  for  becoming  a  specialist,  say,  an  engineer-mechanic  for  steam 
engines— this  is  a  fitter  in  a  steam  engine  depot  or  at  a  plant,  an  assistant 
machine  operator  and  a  foreman.  Such  a  system  organically  includes  braiKhes 
of  faculty,  laboratories  and  experimental  shops  and  the  performance  of  i^iecial 
course  and  diploma  projects  tpon  assignments  from  production.  ^  Bie  studente 
would  be  interested  both  in  serious  stucy  of  special  disciplines  and  in 
effective  work  in  production  since  not  only  their  "qualitative"  sucxess,  but 
also  their  further  success  in  production  would  depend  on  this.  Then  there 
would  be  an  essenticil  increase  in  the  labor  contribution  of  youth  to  the 
solutions  to  naticaial  eocxicmiic  problems. 
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There  are  many  suggestions.  Some  of  them  have  already  proved  to  be  viable 
vAiile  others  are  in  r^ed  of  careful  experimental  testing.  For  it  is  known 
that  any  changes  made  in  the  system  of  education  involve  millions  of  people 
one  way  or  another.  In  all  the  suggestions  one  can  see  a  desire  to  change  toe 
existing  situation.  There  is  toe  hope  that  as  a  result  of  toe  restructuring 
of  hi^er  education  for  vhich  we  are  preparing  there  will  be  an  essential 
strengthening  of  general  scientific  and  vocational  training  of  specialists, 
and  higher  education  itself  will  be  brou^t  into  line  with  toe  needs  of  toe 
modern  stage  of  toe  country's  development. 

FOOTNOTES 
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TE^AINING  OCMPLEX  ORIENTED  TC»®RD  FUIURE 

Ncsvoslbirsk  EKONCMEKA.  I  ORGftNIZATSIYA  IRCMYSHIENNOGO  ERDIZVODSiVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  148-155 

[Article  by  G.  S.  Migirenfco,  Lenin  Prize  winner,  doctor  of  tecJihical  scienc^, 
]i<aqr^  of  the  Department  of  Theoretical  Mathematics  and  Resistance  of  Materials 
of  the  Novosibirsk  Electrical  Equipment  Institute:  "UNEK— Orientation  Toward 
the  Future”] 

[Text]  Mutual  Interest 

The  so-called  "average"  engineers  vAio  are  supposed  to  fit  into  any  position 
are  not  needed  by  anyone  any  more.  But  specialists  v^io  have  adapted  to  one 
kind  and  one  rtiythm  of  production  are  not  needed  either.  They  must  be 
prepared  for  a  rapid  change  in  technologies  and  assortment  of  products  ttet 
are  produced  within  a  branch  or  a  specific  area.  For  example,  vhen  developing 
an  automated  processing  center  it  is  necessary  to  be  able,  on  the  one  hand,  to 
combine  within  it  a  set  of  technologies  vhich  oorre^nd  to  items  that  are 
essentially  the  same  but  differ  in  design  and,  on  the  other  hand,  within 
certain  time  intervals  to  reanrange  the  shop  or  the  automatic  line  for  the 
manufacture  of  different  products.  Both  are  regarded  as  flexile  production. 
In  these  conditions  it  is  necessary  to  ccraibine  a  broad  profile  of  training 
with  the  concarete  function  of  the  engineer. 

Today  we  speak  not  about  improving  existing  technologies  or  partially 
modernizing  machines  and  equipment  thus  producing  changes  in  results  that  are 
measured  in  percentages,  but  about  changing  over  to  pr:mcipally^  new 
technological  processes  and  the  latest  generations  of  technical  equipment 
vhich  decisively  transform  production,  increcising  labor  productivity  many 
times  over  and  considerably  improving  the  quality  of  products.  An  iitportant 
role  in  carrying  out  this  complicated  task  is  eissigned  to  the  organizational 
forms  of  combining  science,  production  and  personnel  training.  One  of  these 
is  the  association  on  a  contractual  basis  of  the  VUZ  (VUZes) ,  academic  and 
branch  scientific  research  institutes  and  enterprises,  that  is  the  scientific 
production  training  complex  (UNEK) . 

The  need  for  close  cxsntact  between  production  and  sci^tific  research 
institutes  and  VUZes  is  now  recognized  by  scientists,  production  worters  and 
educators.  But,  as  our  ejperienco  has  ^own,  the  need  for  stable  ties  among 
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hi^er  eciucational  institutions  and  academic  scientific  research  institutes  is 
perceived  as  being  less  obvious.  Let  us  pay  special  attention  to  this. 

Acadeamic  scientific  research  institutes,  as  a  rule,  determine  the  level  of 
modem  science.  If  a  VUZ  interacts  with  research  science  vhich  draws  the 
horizons  of  future  production,  students  becorte  familiar  with  this  by 
participating  in  joint  develcptnent.  The  students  have  the  opportunity  to  gain 
scientific  practice  and  see  how  research  ideas  are  transformed  into  applied 
ones,  and  Ihey  will  develop  habits  and  a  desire  to  reseaixh  for  themselves  and 
generate  new  ideas.  When  learning  design  in  a  VUZ  and  undergoing  design 
practice  in  a  design  bureau  or  at  an  enterprise,  the  future  engineer  connects 
ideas  with  their  transformation  into  mechanisms  and  machines. 

Nor  should  one  forget  about  the  fact  that  intensive  stucfy  of  educators  in 
modem  science  vhiCh  accompanies  academic  research  helps  to  master  more  deeply 
the  subject  that  is  being  taught  and  to  develop  creative  forces.  This  cannot 
but  be  reflected  in  the  students'  mastery  of  the  course  and  their  activity. 
It  is  iitpossible  to  educate  a  creator  without  being  a  creator. 

Moreover,  in  the  higher  educational  institutions  the  d^)artments  are 
firequently  headed  by  docents  and  candidates,  and  there  are  not  enough  doctors 
or  sciences.  Scientific  research  institutes  will  help  to  overcame  this 
difficulty  by  transferring  certain  scholars  to  the  VUZ  and  as  a  result  of 
joint  training  of  doctoral  candidates  vho  participate  in  general  scientific 
research. 

Indeed,  scientific  activity  in  VUZes  is  important  in  and  of  itself.  For  about 
half  of  the  country's  scientific  research  potential  is  (concentrated  in  them. 
Whether  this  half  is  "only  a  nuiriber,  or  also  ability”  depends  essentially  on 
the  success  of  comibining  research  and  application.  We  are  speakir^  about 
research  cai  large  scientific  prchlems  (and  not  ininor  subjects)  and  chtaining 
results  that  revolutionize  pixxJuction.  Large  problems  are  usually  cxmplex. 
At  the  source  of  them  is  the  Academy  of  Sciences,  and  the  main  channel  should 
be  the  branches  of  the  national  economy.  Excluding  VUZ  science  frcan  the 
tributaries  of  this  river  would  cause  severe  harm  both  to  science  itself  and 
to  the  training  of  future  specialists.  About  25-30  years  ago,  vhen  the 
country  was  gathering  force  in  key  areas,  this  happened:  many  scientist- 
instructors  transferred  to  academic  and  certain  branch  scientific  research 
institutes.  It  would  now  be  good  to  recti:^  this  situation. 

But  it  is  not  only  the  hi^er  educational  institutions  that  can  no  longer  do 
without  cooperation  with  scientific  research  institutes.  Scientific  research 
institutes  are  no  less  interested  in  appropriate  axjgmentation  with  skilled 
personnel.  Ihey  are  also  trying  not  to  have  their  head  in  the  cloucJs  and  ke^ 
tp  with  produiction  pracrtico,  to  search  for  both  the  most  tempting  and  the 
ccmpletely  realistic.  In  and  of  itself,  comimiunication  between  scientists  of 
scientific  research  institutes  and  VUZes  (ccmtmon  themes,  seminars,  articles, 
inventions  and  so  forth)  alleviates  their  one-sidedness:  scientists  of 
academies  of  sciences,  as  a  rule,  engage  in  research  of  new  areas  in  science, 
and  scientists  from  VUZes  are  drawn  more  to  ajplied  developments.  Ihe 
presidixmi  of  the  USSR  Academy  of  Sciences  and  the  RSFSR  Ministry  of  Hi^er  and 
Secondary  Specialized  Education  have  adopted  a  decision  concerning  the 
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creation  of  academic  laboratories  at  the  VUZes  of  Russia  (laboratories  of 
academic  institutes) .  Thus  the  Acadeny  of  Sciences  will  transfer  some  of  its 
developments  to  higher  educational  institutions  and  augment  them  with 
instructors,  graduate  students  and  students.  The  results  are  being  introduced 
jointly. 

One  of  these  laboratories  (for  creating  means  of  transportation  for  Siberia 
and  the  Far  East)  was  opened  xp  "th®  Institute  of  Theoretical  and  ^plied 
Mechanics  (ITEM)  of  the  Siberian  Branch  of  the  USSR  Academy  of  Sciences  as  a 
part  of  the  scientific  research  sector  of  the  Novosibirslc  Electrical  Equipment 
Institute  (NETI) .  It  develcps  universal  hydrofoil  equipm^t  and  pneumatic 
transportation  vhich  are  critically  needed  for  the  careation  of  a  mobile 
enterprise  for  laying  main  petroleum  and  gas  lines  year-round.  The  idea  of 
pneumatic  travel  [footnote  1]  came  to  the  NETI  from  the  Institute  of 
Theoretical  and  implied  Mechanics.  But  it  is  a  long  way  from  idea  to 
embodiment.  It  was  necessary  to  combine  the  efforts  of  workers  of  several 
faculties,  to  create  students  design  bureaus,  to  enlist  the  Novosibirsk 
Aviation  Plant  imeni  V.  P.  Chkalov  and  Glavtyumentrubcprovodstroy,  to  org^ize 
planning  developments  and  so  forth.  The  cooperation  produced  fruitful 
results,  in  particular,  five  developments  for  roadless  transportation  and 
vibration  protection  were  sent  by  the  Presidiim  of  the  Siberian  Branch  of  the 
USSR  Academy  of  Sciences  to  the  RSFSR  and  USSR  Go^lans. 

Cjontinuing  the  conversation  about  mutual  interest  in  contacts  between  VUZes 
and  scientific  research  institutes,  one  must  note  that  there  is  a  good  deal  of 
advantage  from  joint  utilization  of  ei^rimental  and  production  bases  of 
institutes,  including  in  the  training  process,  and  also  from  increasing  the 
qualifications  of  laboratory  assistance  of  institutes  and  pr^aring  graduate 
students  and  engineers  to  take  candidates'  examinations. 

Higher  educational  institutions  are  keenly  interested  in  close  ties  not  only 
with  scientific  organizations  and  enterprises,  but  also  with  schools.  Indeed 
it  is  possible  to  strengthen  interrelations  with  academic  and  branch 
scientific  research  institutes,  design  bureaus  and  plants  but  select  as 
students  ycung  pec^le  vho  are  weak  and  do  not  have  the  proper  convictions. 
From  these  you  reap  vhat  you  sow.  But,  unfortunately,  they  can  be  found 
studying  in  practically  every  VUZ.  Neither  science  nor  ties  with  production 
can  attract  such  students  and  their  points  will  never  be  more  than  average. 
They  cannot  be  expelled,  and  one  does  not  wish  to  keep  them. ...  A  tested  form 
of  work  of  VUZes  with  school  children  vhich  makes  it  possible  to  become 
acquainted  with  the  future  students  ahead  of  time  in  order  to  determine  their 
inclinations,  the  depth  of  their  knowledge  and  their  exact  orientation  are  2- 
year  groups  for  various  disciplines.  They  are  being  opened  i:p  at  the  VUZ,  in 
the  schools  or  in  houses  of  culture.  They  are  conducted,  as  a  rule,  by 
graduate  students. 

Thus  three  of  the  most  iitportant  equally  significant  channels  of  ccmraunication 
and  interaction  are  formed  curound  the  higher  educational  institution:  science, 
production  and  the  school.  To  be  sure,  in  practice  the  school  is  still  not 
present  in  clear  form  in  this  sequence.  But,  in  our  opinion,  this  is  a  matter 
of  time.  / 
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Not  Interaction  on  P^)er 


Several  UNTK's  have  been  in  operation  in  the  Novosibirsk  Electrical  Equipment 
Institute  for  several  years.  Some  were  formed  by  interested  ministries  and 
departments,  for  exanple,  the  RSESR  Ministry  of  Hi^er  and  Secondary 
Specialized  Education  (NETI) ,  the  Novosibir^  Aviation  Plant  imeni  V.  P. 
Qikalov,  and  the  Siberian  Branch  of  the  USSR  Acadetty  of  Sciences  (Institute 
of  Theoretical  and  lulled  Mechanics) ,  The  agreement,  among  other  thin^, 
envisions  additional  canstructicai  of  work  areas  in  the  VOZ  and  the  financing 
by  interested  ministries.  In  other  cases  they  have  joined  together 
organizations  that  have  the  same  scientific  and  practical  tasks  vhich  need 
young  engineers  in  closely  related  specialties.  These  include  also  the  UNPK 
vhich  was  formed  our  faculty  of  theoretical  mechanics  and  resistance  of 
materials. 

It  inclxided  the  Institute  of  Theoretical  and  lulled  Mechanics  and  the 
Institute  of  Mining  of  the  Siberian  Branch  of  the  USSR  Acadetty  of  Sciences, 
the  Institute  of  Machine  Science  imeni  A.  A.  Blagonravov  of  the  USSR  Acadetty 
of  Sciences,  Institute  of  Problems  Of  Durability  of  the  UkrSSR  Acadeny  of 
Sciences,  the  NETI,  the  Novosibirsk  Electrical  Equipment  Institute  for 
Communications,  the  Novosibirsk  Institute  of  Rail  Transportation  Engineers, 
the  Novosibirsk  State  Ikiiversity,  the  MVTU  imeni  M.  E.  Bauman, 
Glavtyumentrubcprwodstrqy,  the  Novosibirsk  and  Irkutsk  Aviation  Plants,  the 
Novosibirsk  Plant  for  Textile  Machine  Building  and  others.  The  purpose  of 
this  conplex  was  to  inprove  the  training  of  engineers,  to  condu^  joint 
scientific  research  and  to  introduce  its  results  at  the  given  enterprises. 

The  agreement  concerning  the  UNPK  is  essentially  dif fesrent  fixm  previous 
individual  agreements.  The  main  thing  in  it  is  the  tmified  chain  of  ties  from 
the  Acadeny  of  Sciences  throu^  the  VUZes  to  the  ente^rises,  and  the 
interests  of  Individual  organizations  are  not  broken  as  is  frequently  the 
case  in  individual  agreements,  but,  on  the  contrary,  they  are  concentrated. 
All  partners  in  the  conplex,  participating  in  sequential  stages  of  scientific 
reseeirch  (ri^t  down  to  introductim  of  its  results  into  production)  help  the 
VUZes  to  train  ^jecieilists  of  a  broad  profile  in  keying  with  the  needs  of  the 
group  of  enterprises. 

The  creation  of  a  scientific  production  training  conplex  requires  certain 
efforts.  First,  it  is  necessary  to  select  organizations  that  actually  do  have 
ccramcMi  goals.  These  are  selected  ky  the  VUZ-coordinator.  Second,  it  is 
necessary  to  concretize  the  tasks  through  the  schedules  for  interaction  that 
are  drawn  ip  by  each  participant  in  the  conplex.  Third,  they  create  a 
scientific  and  technical  council  that  supervises  the  fulfillment  of  the 
schedules  for  interaction.  The  agreement  and  the  schedules  are  approved  by 
the  top  managers  of  the  participating  organizations. 

Let  us  give  a  couple  of  examples  of  interaction  among  partners  in  our  UNPK. 
Lectures  on  problems  of  future  prcblems  have  been  delivered  and  are  being 
delivered  to  the  students  by  scientists  of  the  Siberian  branch.  For  instance, 
Academician  N.  N.  Yaneriko  discussed  new  areas  of  computer  mathematics,  a 
corresponding  member  of  the  USSR  Academy  of  Sciences  N.  N.  ZheltuMiin — ^tee 
future  of  aviation,  and  Academician  Ye.  I  Sherayankin-“inodern  tasks  of  machine 
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building.  During  1982-1985  a  txjtal  of  more  than  25  eminent  scientists 
delivered  lectures.  It  is  also  iirportant  that  they  lectures  were  being 
delivered  to  instructors  at  the  same  time. 

Our  students  take  practical  training  in  the  laboratories  of  the  institutes  of 
the  Siberian  branch.  Scientists  consult  with  them  on  diploma  projects  and 
some  graduates  are  even  assigned  here.  The  programs  of  courses  offered  in  the 
NEm  are  coordinated  with  the  scientific  research  institute.  Moreover,  the 
Institute  of  theoretical  and  i^lied  Mechanics  of  the  Siberian  Branch  of  the 
USSR  Academy  of  Sciences  has  qpened  t:^)  a  branch  of  the  faculty  of 
aerodynamics,  and  the  same  thing  is  true  in  the  fecial  design  bureau  for 
hydraulic  impulse  equipment. 

the  leading  ^ecialists  included  in  the  UNFK  of  the  enterprises  tell  the 
students  about  problems  of  introduction  and  utilization  of  new  technical 
equipment  and  technology.  Meetings  are  organized  with  production  leaders. 
For  VUZes  that  are  partners  in  the  complex  it  has  become  customary  to  have 
general  ccaiferences  in  vhich  there  is  a  lively  discussion  of  the  essential 
scientific  problems  and  an  exchange  of  positive  ejqperience.  But  the  main 
direction  for  the  interaction  is  joint  utilization  of  computers  in  training. 
In  developing  the  agreement  concerning  the  UNFK  the  VUZes  concluded  a  separate 
agreement  concerning  collective  utilization  of  the  esqjerimental  basis  of  each 
of  them.  There  is  no  doubt  that  this  is  having  a  positive  effect  on  the 
training  and  scientific  processes. 

One  of  the  kinds  of  activity  of  participants  in  the  complex  is  educational 
work  with  students.  It  is  done,  in  particular,  doing  practical  work  and  in 
student  scientific-production  detachments,  vhich  are  distinguished  from 
student  construction  detachments.  In  the  construction  detachments  the 
students  engage  in  construction  work  on  orders  from  outside  organizations 
without  any  connection  to  scientific  or  training  activity  of  the  given  VUZ, 
and  sometimes  they  are  of  the  nature  of  a  ’'dowry,”  and  the  quality  is  not 
always  high,  althou^  on  the  vhole  this  is  a  good  thing.  In  our  opinion,  it 
is  precisely  the  students'  scientific  research  institute  that  should  be  the 
basic  direction  for  the  activity  of  student  detachments.  The  nature  of  the 
labor  here  is  engineering,  especially  vhen  it  comes  to  introducing 
developments  on  vhich  the  students  have  worked  along  with  scientists  and 
instructors.  Such  a  scientific  production  detachment  participated,  for 
example,  in  the  planning,  construction  and  testing  of  hydrofoil  equipment  at 
the  AviatiOTi  Plant  imeni  V.  P.  Chkalov.  Similar  work  was  done  also  by  six 
other  student  design  bureaus  and  scientific  production  detachments  that  were 
created  in  the  faculty  of  theoretical  mechanics  and  resistance  of  materials. 

All  four  scientific  research  institutes  included  in  our  complex  are  linked  to 
the  NETI  by  economic  and  budget  agreements  as  well.  Four  of  these  agreements 
have  been  concluded  with  the  institute  of  theoretical  and  applied  mechanics 
alone.  The  following  are  working  on  creation  of  vibration  equipment  and 
vibratiCTi  protecticai  under  programs  of  the  USSR  State  Committee  for  Science 
and  Technology  and  the  USSR  Acadetiy  of  Sciences:  the  Institute  of  Machine 
Science  imeni  A.  A.  Blagonravov,  the  NETI,  the  Novosibirsk  Electrical 
Equipment  Institute  for  cxanraunications  and  the  Novosibirsk  Institute  of  Rail 
Transportation  Engineers,  and  also  the  MVTU  imeni  N.  E.  Baviman.  Under  the 
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"Siberia"  program  non-road  tran^rtation  is  being  created  by  the  NE?ri,  the 
MVTU  imeni  N.  E.  Bauman,  the  ITEM,  the  Imtitute  of  Mining, 
Glavtyuraentrubqprovodstroy  and  the  Aviation  Plant  imeni  V.  P.  Chtoloy. 
Workers  in  our  faculty  have  defended  doctoral  and  candidate's  dissertations  in 
scholar  councils  of  the  Siberian  Branch  of  the  USSR  Acadetiy  of  Sciences  and 
they  have  extensive  publications  and  inventions,  including  certificates  of 
industrial  models  of  nonroad  transportation.  Recently  the  director  of  the 
Institute  of  Machine  Science  imeni  A.  A.  Blagonrabov,  Academician  K.  B.  Frolov 
sent  blueprints  for  vibration  protection  seating  for  combine  operators  that 
was  developed  1:^  the  NETI,  the  Novosibirsk  Electrical  Equipment  Institute  for 
Communications  and  the  IMASh  to  be  introduced  on  Don-1500  and  Yenisey-1200 
combines. 

Ihe  scioitific  production  training  coitplexes  are  in  need  of  further 
improvement.  In  particular,  it  would  be  good  to  create  at  the  enterprises 
sectors  for  plant  design  bureaus,  laboratories  or  groups  for  joint  delivery 
and  introduction  of  scientific  develqpments  of  scientific  research  ii^titutes 
and  VUZes.  Our  faculty  has  already  organized  five  of  these  la^ratories.  One 
of  the  most  successful  ones  is  in  operation  at  the  Novosibirsk  Production 
Association  lyazhstankogidropress.  There  workers  of  the  faculty,  the  design 
bureau  of  the  association  and  students  from  the  student  design  bureau  are 
working  on  planning  and  constructing  an  automated  processing  center.  Under 
the  leadership  of  engineers  and  scientists,  the  students  are  developing 
individual  conponents  of  the  center  (these  are  diploma  projects)  and  in  the 
association's  design  bureau  they  are  undergoing  prediploma  practice  and  are 
being  assigned  to  the  same  place.  During  the  summer  they  will  be  formed  into 
students  scientific  production  detachments.  Thus  they  are  combining  planning 
and  construction  of  an  automated  processing  center  in  the  training  of 
personnel  for  its  operation. 

The  interaction  between  science  and  production,  imifortunately,  is  still 
frequently  carried  out  mainly  "through  paper"  and  hence  the  formalism.  As  our 
ejperience  has  ^own,  the  UNPK  can  became  a  link  between  public  and  private 
interest,  a  connection  directly  through  people,  as  it  were,  "animated 
interaction."  It  is  hardly  necessary  to  prove  that  such  an  approach  will 
produce  greater  results. 


FOOTNOTES 
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EROS  AND  CMC  OF  SEEdAUEZATIC^r  DISCUSSED 

Novosibirsk  EtOJCMIKA  I  ORGANIZATSIYA  ERCMZffllENNOQO  EROIZVDDSTOA  (EFD)  in 
Russian  No  10,  Oct  86  pp  155-159 

[Artic3le  V.  I.  Livshits,  candidate  of  technical  sciences,  Tomsk 
Polytechnical  Institute:  "The  Thorny  Path  of  Specialization  and  Its 
Offering”] 

[Text]  The  mdiine-building  faculty  of  the  Tomsk  Polytechnical  Institute 
(TPI)  has  for  many  years  now  been  training  engineer-mechanic-technologists, 
designers  and  line  managers.  But  there  is  also  an  innovation:  in  1985  for  the 
first  time  in  the  institute's  history  47  robot  technologists  v?ere  certified 
with  the  specialization  "Technology  of  Robotized  Production"  in  the 
traditional  specialty  0501,  "Technology  of  Machine  Building,  Metal  Cutting 
Machine  Tools  and  Instruments."  Possibly  this  event  would  not  deserve  special 
attention  if  it  had  not  been  preceded  by  more  than  10  years  of  persistent  work 
to  establi^  a  methodologiceil  and  material  base  for  the  new  specieilization  and 
to  obtain  official  recognition  from  the  USSR  Ministry  of  Hi^er  and  Secondary 
Specialized  Education. 

Unfortunately,  this  specialization  is  far  from  the  only  one  with  such  problems 
and  it  is  not  the  only  one  that  has  had  to  travel  such  a  long  path.  New 
equipment  and  new  technology  appear  in  production  much  earlier  than  they  are 
reflected  in  the  training  plants  and  programs.  Hie  mechanism  for  arranging 
the  regulation  documents  of  the  Ministry  of  Hi^er  and  Seocaidary  Specialized 
Education  for  the  Modem  Level  of  Science  and  Technology  is  still  not  mobile 
or  flexible  enough. 

As  early  as  the  end  of  the  1960's  we  machine  building  workers  of  the  TPI 
faculty  became  aware  of  the  need  for  advanced  plants,  above  all  aviation 
plants,  and  technologist  of  a  qualitatively  new  type  (programming 
technol^ists  for  machine  tools  with  numerical  program  control) .  We  developed 
a  special  training  plan  with  vhich  we  offered  to  train  them,  but  we  did  not 
manage  to  get  it  approved  in  the  Ministry  of  Higher  and  Secondary  Specialized 
Education.  The  ministry  did  not  consider  it  necessary  to  introduce  any 
gradations  within  the  specialty  0501  under  the  pretext  that  it  provides  for 
broad  training  of  engineers  and  encompasses  basically  all  of  the  production 
duties  \rhich  the  graduates  can  encounter  in  the  plant.  Althou^  the  real 
reason  for  this  position  was  perhaps  something  different:  everything  depended 
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on  the  stubbornness  of  the  State  CXanmittee  for  Labor  and  Social  Erobl^  vhich 
not  consider  it  necessary  to  differentiate  the  wages  of  technologists  vho 
were  alrea<^  working  and  those  vho  had  just  cotnpleted  the  VUZ. 

Relations  of  enthusiasts  of  the  new  specialization  also  turned  out  to  be 
difficult  within  the  institute,  with  workers  of  oth®r  faculties  that  graduate 
specialists  in  electronics,  cortputer  equipment,  aut<^tion  equipment  ^d 
autcanation.  "There  are  plenty  of  traditional  technologists,  and  your  training 
is  only  an  embellishment  for  them.  The  consumers  would  be  glad  to  accept  the 
specialists  even  without  your  decorations,"  we  were  told  by  adherents  of  the 
traditional  direction.  This  was  a  significant  argument  because  the  "former" 
technologists  were  asked  for  again  and  again  by  plant  representatives. 

Regardless  of  how  the  passions  may  have  flared  ip  among  the  faculties 
concerning  this  issue,  the  managers  of  the  TPI  eilways  support^  the  new 
profile  of  training  for  technologists.  Machine  tools  with  numerical  program 
control  had  already  appeared  at  Tcmsk  Plants.  At  conferences  in  the  party 
obkcm  and  gorkom  the  rector  and  pro-rector  frequently  had  occasion  to  hear 
reproaches  directed  against  them  from  directors  of  enterprises  because  the 
institute  was  not  satis^ing  the  demands  of  the  region  for  new  specialists. 
On  his  own  authority  the  rector  permitted  the  machine  tool  building  faculty  to 
train  technologists  in  the  new  profile  on  the  basis  of  an  individual  training 
plan. 

Our  technologists,  vho  are  trained  "semilegally, "  work  successfully  in  leading 
plants  for  flexible  autanation  of  mechanical  processing.  With  time  many  began 
to  recognize  the  inevitability  of  this  kind  of  automation.  More  and  more 
specially  trained  personnel  were  required.  The  consumers  began  to  put  more 
and  more  pressure  on  the  Ministry  of  Higher  and  Secondary  Specialized 
Education.  In  March  1981  it  finally  officially  recognized  toe  specialization 
"technology  of  robotized  production."  Let  us  repeat  that  this  took  more  than 
10  years. 

How  are  our  graduates  working  out  as  engineers?  In  various  ways.  From  rapid, 
successful  advancement  along  toe  job  ladder  to  bitter  disenchantment,  a 
decline  into  nihilism,  and  departure  from  toe  plant  at  their  own  request.  Our 
anal^is  toowed  that  their  fates,  like  litmus,  reflect  various  attitudes 
toward  flexible  automation  of  production. 

Let  us  take  two  specific  plants.  They  will  recognize  themselves,  but  let  us 
rail  them  conventionally  "Progressist"  and  "Konservator. " 

In  toe  vanguard  is  Progressist,  a  plant  that  is  actively  introducing  GAP 
[flexible  automated  production] .  It  is  toe  base  enterprise  for  training  new 
technologists  and  it  has  organized  there  a  branch  of  our  faculty  called 
"Automation  and  Robotization  of  Machine  Building,"  vhich  was  created  in  1983 
after  toe  specialty  was  officially  recognized.  Naturally,  at  this  ente]:prise 
our  graduates  are  rated  highly  and  have  excellent  opportunities  for 
professional  growth.  The  prevailing  atmo^here  here  is  one  of  creative 
engineering  labor  and  its  return  is  high.  Good  knowledge  of  system 
technology  of  automated  machine  building  enables  toe  robot  technologists  to 
take  toe  lead  in  toe  collective. 
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At  the  other  extreme  is  Konservator,  a  plant  viiich  arranges  its  work  for  many 
years  of  freezing  of  the  reneiral  of  output.  As  the  specialists  assert,  this 
enterprise  continues  to  produce  40-year-old  products.  Because  of  its 
comfortable  existence  viiich  is  based  on  mass  reproduction  of  yesterday's 
products,  the  plant  builds  adequate  housing.  This  attracts  many  specialists, 
for  today  to  40  percent  of  the  VUZ  graduates  are  family  people  v4io  have 
children.  Konservator  each  year  receives  tp  to  20  technologists  (traditional 
and  in  the  new  specializations) .  As  a  rule,  they  are  assigned  to  positions  as 
line  managers  of  production  in  ^ops  vhich  at  the  given  enterprise  have  no 
time  for  sci^tific  and  technical  progress,  and  the  plan  reigns  supreme  there. 

Here  is  a  fairly  typical  situation  for  this  plant.  After  a  certain  amount  of 
time  a  young  engineer  has  a  suggestion  for  modernizing  equipment,  rearranging 
production  or  facilitating  the  heavy  manual  labor  of  workers,  vhich  he  takes 
to  the  ^cp  management,  the  technical  services  and  the  party  committee.  "If 
all  this  were  done,  anyone  could  produce  a  plan  without  any  special  effort. 
You  are  the  leader  of  the  collective,  so  go  ahead  and  achieve  the  goal  through 
increased  educational  work.  And  if  you  cannot  do  this  it  means  that  you  are 
not  trained  to  manage  pecple  very  well  at  the  Tomsk  Polytechnical  Institute," 
the  engineer  hears  the  fairly  widespread  answer  of  former  managers. 

The  situation  is  no  better  in  the  engineering  services  of  Konservator,  vhere 
mainly  women  are  working  now.  The  creative  enthusiasm  of  youth  is  not 
evaluated  here  either,  and  the  only  thing  that  is  encouraged  is  efficiency  and 
high  productivity.  If  a  young  engineer  does  not  have  this,  again  ccmplaints 
are  cast  out  against  the  institute  that  has  trained  the  incompetent 
specialists. 

The  destinies  of  our  graduates  at  Konservator  fall  into  three  patterns:  seme, 
not  wanting  to  put  up  with  the  uncreative  nature  of  the  work,  go  as 
technologists,  designers  and  production  leaders  to  other  enterprises, 
including  outside  the  city;  others,  disenchanted  and  professionally 
disqualified,  change  not  only  their  place  of  work,  but  also  their  profession; 
still  others  adapt  to  the  situation. 

A  clear  example  of  the  third  type  is  the  destiny  of  the  TPI  graduate  Boris  V. 
A  talented  student,  by  the  time  he  had  graduated  from  the  institute  he  had 
become  a  good  professional  and  an  enthusiast  of  flexible  automated  production. 
But  he  was  unable  to  be  assigned  to  an  enterprise  where  they  were  actively 
vpdating  production  because  it  could  not  provide  him  and  his  family  with 
housing.  Because  of  housing  he  went  to  Konservator  to  the  division  for 
mechanization  and  automation.  Frcm  year  to  year  the  managers  only  promised 
him  that  he  could  work  only  with  machine  tools  with  numerical  program  control. 
Boris  had  hoped  to  work  in  this  area.  After  4  years  of  work  at  the  plant,  no 
longer  believing  in  these  premises,  he  changed  over  to  other  work  in  the 
scientific  research  subdivision  of  Progressist. 

But  after  a  month  he  wanted  to  go  back.  His  years  of  work  at  Konservator  had 
not  passed  without  a  trace:  Boris  had  become  accustomed  to  "lazy"  technology, 
less  mobile  activity,  and  the  lesser  degree  of  intensiveness  of  uncreative 
labor.  And  in  places  vhere  they  create  new  technical  equipment  and  technology 
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for  fleidble  autonatlon  they  work  differently:  with  enthusiasm,  considerable 
intellectual  e}q)endltures  in  order  to  solve  significant  problems,  high 
mobility,  and  a  daily  struggle  for  the  advancement  of  their  develcjpiient. 
Since  the  new  technologies  are  adjusted  on  the  machine  tools  vhich  are  busy 
all  week  long  with  work  for  the  plan,  it  is  necessary  to  work  on  Saturday  and 
Sunday,  and  frequently  also  during  the  ni^t  shift.  "At  this  plant  after  17 
hours  I  ccanpletely  forget  about  production, "  said  Boris  V. ,  "but  at  your  plant 
I  dreamed  at  ni^t  about  the  task  on  vhich  I  was  working  during  the  day."  The 
spiral  of  his  engineering  destiny  ended  with  his  return  to  Ronservator. 

Such  cases  with  talented  young  engineers,  imfortunately,  are  not  very  rare. 
Ifeny  of  our  graduates  vho  are  filled  with  creative  fervor  and  hopes  for  active 
work  on  the  revolutionizing  production,  having  been  cooled  by  the  reality  of 
today's  enterprises.  When  you  meet  such  graduates  after  5  years  you  see  that 
they  have  accumulated  enou^  solidity  and  grounding  in  reality,  but  they  have 
lost  forever  their  spirit  of  militancy  and  dynamism.  Perhaps  these  are  the 
most  dangerous  and  sensitive  losses  not  only  for  them,  but  also  for  the 
society. 

It  is  especially  wasteful  vhen  outstanding,  talented  young  engineers  are 
brouc^it  to  this  condition.  As  a  rule,  they  ootprise  15-20  percent  of  the 
annual  graduation  class  of  new  technologists.  We  are  lasing  an  individual 
approach  in  training  them  and  receiving  good  results.  Here  is  only,  one  of 
many  examples.  The  graduates  of  1982  Ye.  Veryaskln,  A.  Samuylov  and  A.  Zotov 
in  3  months,  using  separate  machine  tools  with  numerical  program  control  and 
outdated  control  devices  and  a  not  especially  high-quality  industrial  robot, 
created  and  put  into  operation  a  robot  technological  module  for  center  lathe 
work  vhich  has  an  original  design  and  conponents.  Specialists  have  recognized 
this  work  as  a  record  in  terms  of  the  level  of  development  and  the  time  period 
for  realization. 

Trying  to  maintcdn  tiie  hi^  creative  potential  of  such  engineers,  the 
scientific  and  technical  council,  under  the  Tcam^  Party  Gorkom,  suggested 
creating  at  the  TPI  a  city  center  for  robotization  of  production.  By 
concentrating  strong  specialists  here,  it  could  engage  in  complicated  problems 
of  robotization  of  various  technologies  of  machine  and  instrument  building. 
But  tlie  excellent  idea  was  not  realized.  The  problem  was  the  majority  of 
individually  trained  specialists  were  not  ftom  Tomsk,  and  they  were  critically 
in  need  of  housing.  This  problem  could  not  be  resolved  either  by  the 
institute  or  ly  the  city. . . .  Not  very  many  local  residents  go  to  the  Tomsk 
Polytechnical  Institute  and  it  is  not  the  best  of  them  vho  are  prepared  to 
continue  their  education.  Here  one  can  see  the  effect  of  the  low  prestige  of 
the  occupations  of  technologists  and  designers.  It  would  be  good  to  acccnpany 
the  revision  of  priorities  in  favor  of  itachine  building  and  production  with  a 
similar  process  in  hi^er  technical  education. 
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EE^ESTIC^  OF  CONSUMER  SERVICES  CONSIDERED 

Ncsvoslbirsk  EKDNCMnKA  I  ORGANIZATSIYA  PRCMYSHLENNOGO  EROIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  160-168 

[Article  by  A.  G.  Petrov  (Moscow) :  "Does  a  Barber  Need  Scissors?"] 

[Tejct]  Raising  the  material  and  cultural  level  of  the  life 
of  the  population  and  satis:^ing  their  growing  needs  for 
g^oods  and  services  constitute  a  program  requirement  of  the 
party.  Ihe  comprehensive  program  for  the  development  of 
the  production  of  consumer  goods  and  the  sphere  of  services 
during  1986-2000  has  set  large  tasks  for  accelerated 
development  of  branches  specializing  in  consumer  services, 
the  strengthening  of  their  material  and  technical  base,  and 
their  provision  with  equipment,  itaterials  and  batching 
items.  These  unified  requirements  are  met  in  extremely 
different  ways  in  various  branches  and  with  respect  to 
various  commodities. ... 

V.  ijije  question  asked  in  the  title  may  seem  rhetorical  to  the 
reader.  But  in  fact  vhat  is  a  barber  without  scissors? 

Absurd!  Even  in  the  distant  future  it  is  som^ow  awkward 
to  imagine  a  barber  without  this  plain  instrument.  Could 
the  fashion  change  so  rapidly  that  the  only  implementing  of 
labor  for  the  master  woxild  be  the  electric  clippers  vhich 
cut  all  hair  in  the  same  way.... 

But  still  our  question  is  not  an  idle  one.  Becaiase  today  domestic  industry 
does  not  produce  either  scissors  or  any  other  professional  instrument  for  the 
barber.  I  learned  of  this  vhen  I  had  occasion  to  speak  with  one  Moscow 
master.  I  was  very  surprised  and  decided  to  check  on  it.  In  the  RSFSR 
Ministry  of  Consumer  Services  they  confirmed:  local  industry  produces  a  few, 
true,  but  they  are  of  such  poor  quality  that  it  is  practically  impossible  to 
work  with  them. 

Then  ^lere,  one  might  ask,  does  one  obtain  the  instrument  with  ^lich  they  cut 
our  hair?  A  good  one,  that  is,  from  firms  that  are  well-known  in  the  world, 
is  obtained  under  the  counter.  And  now  many  are  importing  these—it  is  an 
advantageous  business. 
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I  must  admit  that  vSien  I  went  to  the  international  esdiibit  entitled 
Interbytinai^-85,  vdiidh  was  passing  throu^  Moscow  and  vSiere  they  demonstrated 
the  latest  innovations  in  municipal  and  consumer  service  equipment,  I  expected 
to  see  amcaig  the  domestic  exhibits  a  suitable  set  of  equipment  for  barbers! 
But,  alas!  I  never  did  find  one.  From  vhidh  I  drew  the  conclusion  that,  as 
usual,  noibo(^  has  any  intention  of  taking  this  matter  seriously  and  so  our 
barbers  will  have  to  continue  in  the  future  to  take  care  of  themselves.  The 
chief  of  the  technical  administration  of  the  RSFSR  Ministry  of  Consumer 
Services,  Ye.  S.  Grigoryev,  vho  accoitpanied  roe  to  the  ejdiibition,  did  not 
undertake  to  dispute  this  conclusion. 

It  is  striking!  In  the  Russian  Federation  alone  there  are  almost  160,000 
barbers  vho  are  known  to  be  deprived  of  the  necessary  ittplements  of  labor — ^and 
this  is  considered  a  normal  phenomenon.  This  fact  is  fairly  clear,  but  it  is 
only  one  of  the  many  manifestations  of  the  long-ingrained  attitude  on  the  part 
of  planning  agencies  and  "large"  industry  toward  consumer  services  and  its 
needs  in  the  area  of  material  and  technical  supply  as  a  branch  with  very 
little  significance.  I  was  convinced  of  this  again  vhen  after  the  exhibition 
I  went  to  the  RSFSR  Ministry  of  Consumer  Services  and  became  acquainted  with 
certain  documents  there. 

The  first  governmental  decree  devoted  to  providing  consumer  services  with 
modem  equipment,  including  instruments  for  barbers,  was  enacted  almost  20 
years  ago,  immediately  after  the  r^xiblic  ministry  was  formed.  The  last  one 
was  at  the  beginning  of  1983.  In  particular,  point  22  of  this  decaree  of  the 
CPSU  Central  Committee  and  the  USSR  Council  of  Ministers,  "On  Measures  for 
Further  Development  and  Inproveroent  of  Consumer  Services,"  said:  "To  provide 
during  1984-1985  for  the  manufacture  (annual)  for  the  basic  requirements  of 
the  RSFSR  Ministry  of  CcHisumer  Services  instruments  and  other  necessities  for 
barbers."  Ohe  executive  agencies — the  RSFSR  Ministry  of  Local  Industry 
(scissors,  razors,  and  so  forth) ,  the  USSR  Ministry  of  the  Chemical  Industry/ 
the  USSR  Ministry  of  Li^t  Industry,  the  USSR  Ministry  of  Instrument  Making, 
Automation  Equiipment  and  Control  Systems,  the  USSR  Ministry  of  the  Fertilizer 
Industry  and  the  Latvian  Ministry  of  Local  Industry. 

But  even  this  decree  did  not  improve  the  situation  of  the  barbers.  The 
aforementioned  ministries  actually  ignored  it.  In  vain  the  Ministry  of 
Consumer  Services  pestered  them,  wrote  numerous  letters,  and  held  joint 
ocaiferaioes.  In  vain  it  eppealed  to  the  USSR  Go^lan,  sanding  them 
information  each  quarter  about  failure  to  fulfill  assignments.  Everything  was 
in  vain.  "As  of  6  January  1985  the  ministries  responsible  for  doing  the  work 
did  not  conpletely  fulfill  a  single  one  of  the  assignments  set  for  producing 
barber  equipment  and  accessories,"  stated  the  minister  of  the  consumer 
services  of  the  RSFSR,  I.  G.  Dudenkov,  in  his  letter  to  the  USSR  Council  of 
Ministers.  Ihere  he  also  ^oke  about  the  general  "serious  arrears  in  the 
fulfillment  of  the  degree  concerning  the  development  and  creation  of  new 
models  with  equipment  for  consumer  services,  vhich  significantly  influences 
the  technical  supply  for  the  branch." 

Will  this  ^peal  to  the  hi^er  level  help?  From  conversations  with 
specialists  it  became  clear  to  me  that  these  barber  scissors  are  not  at  all 
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such  a  siirple  thing  as  they  appear  to  be  at  first  glance.  The  grade  of  steel, 
the  degree  of  its  tenpering,  the  angle  of  the  cutting  edge,  the  profile  of  the 
surfaces  of  the  "two  ends"  and  the  means  of  fastening  them — many  things  have 
to  be  mastered  before  one  detains  a  good  instrument.  For  many  years  the  RSFSR 
Ministry  of  Local  Industry  was  not  able  to  cope  with  this  task.  And  they  do 
not  even  know  how  to  begin  to  produce  thinning  scissors  and  razors.  This  is 
>hy  the  consumer  service  workers  tried  viien  preparing  the  last  decree  to 
change  the  executor  and  enlist  the  Ministry  of  the  Machine  Tool  and  Tool 
Building  Industry  in  this  matter.  And  vhen  nothing  came  of  that  they  decided 
to  put  their  supplier  in  contact  with  one  of  the  foreign  firms  vhich  was 
willing  to  agree  to  cocperation.  But  so  far  not  much  has  been  achieved  here 
either. 

The  low  level  of  reliability  of  instruments  and  equipme^  used  in  consumer 
services  is  a  serious  prdolem.  Take  the  photogr^hic  equipment  with  vhich  the 
masters  work  in  the  jhoto  diops.  They  are  also  intended  for  amateur 
photography  and  in  3  mcmths  of  continuous  operation  they  break  down.  And 
there  is  so  much  trouble  involved  with  such  a  service  as  processing  film  and 
making  prints!  And  all  because  there  is  a  critical  Portage  of  good,  reliable 
equipment. 

Here  it  is  obvious  that  it  is  time  to  make  a  small  digression  and  explain 
something  to  the  readers  so  that  this  will  not  be  interpreted  incorrectly. 
These  remarks  are  certainly  not  intended  to  be  "Pictures  at  an  Ejdiibition, "  an 
immense  number  of  vdiioh  I  am  not  discussing  at  all.  I  am  speaking  about 
domestic  technical  equipment  for  consumer  services  and  ccnparing  it  with 
existing  standards.  We  are  still  waiting  for  our  consumer  services  to  provide 
for  a  radical  iitprovement  in  the  quality  of  services  it  offers.  But  vhat  kind 
of  material  and  technical  base  is  there  for  this?  This  is  a  most  important 
question  and  it  would  be  correct  to  ejpect  that  the  answer  may  ccme  from  an 
erfiibition. 

In  the  opinion  of  specialists,  the  technical  level  of  domestic  consumer 
service  equipment  on  the  vhole  has  risen  appreciably  since  1976,  vhen  the  last 
Intertytmash  eshibition  was  held  in  our  country.  Ye.  S.  Grigoryev  even  thinks 
that  this  time  the  foreign  firms  did  not  offer  any  principally  new  solutions 
vhich  were  unknown  to  us.  TO  be  sure,  they  are  following  a  course  toward 
automation  of  technological  processes,  conputerizaticai,  reduction  of  the 
material-  and  energy-intensiveness  of  equipment,  and  also  the  creation  of 
technical  equipment  and  instruments  for  home  service. 

But  still,  although  our  Industry  has  taken  an  unquestionable  step  forward,  the 
state  of  affairs  continues  to  be  alarming.  To  be  sure,  many  of  oi^ 
developments  presented  at  the  eshibition  were  as  good  as  the  foreign  ones  in 
terms  of  their  basic  parameters.  But,  as  a  rule,  th^  were  individual  models 
vhich  have  not  yet  appeared  in  the  branch.  For  instance,  the  multi- 
operational  sizing  machine  of  Class  2022,  vhich  is  capable  of  making  two  kinds 
of  stitches  and  performing  several  dozen  operations,  is  (»i  a  cxantpletely  modern 
level.  A  most  necessary  machine!  But  during  the  7  years  of  its  assimilation 
the  Ministry  of  Id^t  and  the  Food  Industry  has  managed  to  manufacture  only 
three  models.  Why? 
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"They  say  that  they  have  their  own  development  viiich  is  better,"  Ye.  S. 
Grigoryev  answered  iry  question.  "Well,  but  to  this  point  we  have  none  at 
all.  And  we  are  cottpletely  imable  to  deliver  them.  They  also  produce  another 
excellent  machine  in  a  very  limited  quantity — of  Class  426.  Incidentally, 
several  years  ago  both  of  them  were  awarded  gold  medals  at  the  Ejdiibition  of 
the  Achievements  of  the  USSR  National  Economy.  In  general,  vhen  dealing  with 
the  Ministry  of  Li^t  and  the  Food  Industry,  on  whom  we  depend  most  for 
technical  support,  our  relations  are  difficult.  For  instance,  we  developed 
our  own  electric  steam  generator  with  a  productivity  of  45  kilograms  of  steam 
per  hour — ^twice  as  much  as  that  of  existing  ones,  including  foreign  ones.  The 
unit  is  extremely  necessary — for  dry  cleaning  and  sewing  enterprises.  We 
produced  it  and  brou^t  it  to  the  eshibition.  We  suggested  that  the  Ministry 
of  Li^t  and  the  Food  Industry  produce  it,  but  it  refused.  Moreover,  in  the 
long-range  plan  for  i;^)  to  the  year  2000  they  included  a  machine  producing. .  .30 
kilograms  of  steam,  but  it  was  'their  own. '  And  just  yesterday  it  had  not 
even  been  developed.  The  Gosplan  has  not  supported  us  either:  'The 
manufacturer  will  not  agree. '" 

Subsequently  in  the  RSFSR  Ministry  of  Consumer  Services  I  came  across  a 
curious  document.  In  July  of  1985  this  ministry  had  approached  the  Ministry 
of  Li^t  and  the  Food  Industry  with  a  draft  of  a  joint  order  entitled  "On 
Measures  for  Raising  the  Technical  Level  of  Technological  Equipment  for 
Consumer  Service  Enterprises. vhich  included  concrete  suggestions  for 
developing  new  technical  equipment,  modernizing  existing  equipm^t  and 
removing  obsolete  equipment  from  production.  The  answer,  which  was  signed  by 
Deputy  Minister  G.  I.  Kurganov,  was  brief:  the  Ministry  of  Light  and  the  Food 
Industry  "considers  the  publication  of  such  an  order  inexpedient  at  the 
present  time."  And  that  was  it. 

Now  about  "expediency."  It  was  sad  to  see  how  sharp  the  contrast  was  at  the 
exhibition  of  machines  for  ej^ress  repair  of  footwear  produced  by  the  Ministry 
of  li^t  and  the  Food  Industry  and  foreign  models.  Even  purely  in  terms  of 
external  appearance  our  machines,  vhich  were  of  various  sizes,  various  colors 
and  manufactured  by  various  plants,  took  a  back  seat  to  the  bri^t,  beautiful 
utported  models.  But  the  technical  inferiority  was  much  more  serious.  The 
CM2-R  finii^ing  machine  manufactured  by  the  Gribanov  Machine-Building  Plant 
even  had  to  be  removed  from  the  exposition — its  technical  level  was  too 
terrible. 

Of  course  we  must  admit  that  our  industry  has  be^  engaged  in  the  production 
of  technical  equipment  for  consumer  services  for  only  20  years  and  therefore 
the  degree  to  vhich  it  lags  b^ind  the  best  foreign  models  can  be  esqjlained. 
But  even  20  years,  honestly  speaking,  is  a  significant  period  of  time.  What 
then  is  the  main  reason?  It  lies  primarily  in  the  attitude  of  machine- 
building  ministries  and  planning  agencies  toward  the  needs  of  this  branch. 
Today  its  need  for  specialized  equipment  is  satisfied  by  only  30  percent.  Far 
from  the  best  enterprises  and  materials  are  usually  allotted  for  filling 
orders  from  consumer  service  workers.  Under  these  conditions  even  good 
engineering  and  design  solutions  cannot  be  realized  in  the  form  in  vhich  the 
developers  conceived  them. 
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And  there  are  soime  other  domestic  esdiibits:  large  washing  machines  (fcir  loads 
of  50  and  100  kilograms) .  In  terms  of  the  technical  ideas  c«n  vhich  they  ^e 
built  they  are  in  no  way  inferior  to  foreign  analogues.  But  they  are  bulkier 
and  noisier.  It  was  es^lained  to  us:  this  is  because  the  engin^,  t±ie 
automation  equipment  and  the  other  batching  items  %hich  the  designers  included 
in  the  machines  were  not  made  available  to  us  and  we  have  to  be  satisfied  with 
second-rate  items — ones  that  would  not  be  offered  to  the  "ejaellent”  branches. 
Recently  the  developers  of  this  e^[uipment  were  told  to  refrain  from  using  non- 
rusting  metal.  They  must  replace  it  with  ferrous  metal  that  is  coated.  But 
it  is  ejrtxemely  difficult  to  matob  this  coating  durable.  It  is  no  accident 
that  in  the  advertising  for  washing  machine  equipment  the  basic  merit  that  is 
noted  is  that  non-rusting  steel  is  used — a  guarantee  of  durability. 

And  so,  if  one  is  to  speak  directly,  the  main  lesson  of  the  exhibiticai  is  that 
there  is  a  caritical  need  for  a  radical  restructuring  the  entire  ^stem  of 
technical  equipment  for  the  branch  that  engages  in  consumer  service  for  the 
pcpulation.  Its  national  economic  status  ^ould  be  fundamentally  changed. 
Ihere  should  be  a  p{^chological  change.  We  can  in  no  way  overcome  the  many 
years  of  inertia  in  perceiving  consumer  services  as  something  secondary  imless 
significant.  True,  for  many  years  almost  all  the  funds  were  invested  in  heavy 
industry.  But  that  was  jiistified. 

Times  are  different  now.  The  country  has  acturaulated  an  immense  economic 
potential.  And  the  retarded  development  of  the  sphere  of  services  is  being 
increasingly  reflected  on  the  development  of  the  entire  national  economy. 
But,  as  before,  consumer  services  is  not  perceived  as  a  branch  of  the  national 
economy.  Even  though  it  is  extremely  profitable  with  correct  organization  of 
labor  and,  as  practice  shows,  e^qpenditures  are  recxxped  with  interest.  A 
ruble  invested  here  produces  a  ruble  and  a  half  in  return,  vhich  is  quite 
comparable  with  the  most  profitable  production.  And  the  annual  volume  of 
sales  of  services  in  the  RSESR  Ministry  of  Consumer  Services  alone  amounts  to 
4.1  billion  rubles,  of  vhich  3.3  billion  are  so-called  ''spending”  money,  vhich 
goes  back  into  circulation. 

It  is  precisely  the  rapid  turnover  of  money  and  consumer  services,  from  vhich 
(along  with  that  obtained  in  trade)  all  budget  payments  are  made,  that 
conditions  the  special  role  of  this  branch  in  the  national  economy  and,  at  the 
same  time,  in  the  ^here  of  consumption.  The  policy  of  increasing  wages  and 
real  Incomes  of  the  population  aggravates  the  problem  of  providing  goods  and 
services  to  equal  the  growing  mass  of  money.  The  [portage  of  both  has  led  to 
a  situation  vhere  now  a  colossal  sum  of  money  is  taken  out  of  circulation  and 
being  saved  ip)  ly  the  population.  And  here  also  there  has  been  a  dterp 
reduction  of  the  "alcohol"  recently.  One  of  the  most  important  means  of 
eliminating  the  disprcpoitions  that  are  arising  should  be  accelerated 
development  of  the  service  industry,  vhich  can  be  achieved  only  cxi  the  basis 
of  the  achievements  of  scientific  and  technical  progress  in  the  branch  and 
extensive  introduction  of  modem  technical  equipment  and  technology. 

Attenticai  should  probably  be  given  to  the  prcposal  to  create  a  unicsn  consumer 
service  ministry — both  in  order  to  improve  the  status  of  the  branch  and  in 
order  to  make  it  possible  to  conduct  a  unified  technical  policy  in  it.  It  is 
hardly  rational  that  today  each  republic  ministry  of  consumer  services  spends 
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money  on  the  development,  ordering  and  manufacturing  of  the  same  "mechanical 
assistants,"  vflien  this  could  be  done  centrally,  without  unnecessary 
duplication.  Another  fundamental  problem  v^ich  requires  an  immediate  solution 
is  the  satisfaction  of  the  needs  of  the  branch  for  specialized  equipment. 
With  time  the  need  for  this  will  increase  because  of  the  development  of  in- 
home  services,  particularly,  those  that  are  performed  in  the  home  of  the 
client,  vfliich  requires  compact,  multifunctional  portable  equipment. 

But  am  I  not  breaking  down  a  door  that  is  alreat^  open?  After  all,  they  have 
adopted  the  Ctoitprehensive  Program  for  the  Development  of  the  Production  of 
Consumer  Goods  and  the  Sphere  of  Services  during  1986-2000.  Even  its  very 
appearance — with  the  status  of  the  national  economic  level — ^ows  the 
significance  that  the  party  and  government  attach  to  the  development  of  these 
branches.  True,  there  is  a  program.  But  this  is  only  the  beginning  of  the 
large  amount  of  very  difficult  work  which  will  have  to  be  done.  Therefore, 
this  is  the  time  to  think  about  how  to  carry  out  what  has  been  earmarked. 
Nothing  will  be  done  automatically,  in  and  of  itself — ^we  know  of  examples  of 
good  programs  \rtiich  were  never  carried  out  and  many  good  decrees  which  were 
never  implemented.  In  particular,  the  one  concerning  providing  this  same 
consumer  services  with  modem  equipment. 

It  is  necessary  to  take  into  account  the  lessons  of  the  past  when  creatii^ 
organizational  si;pport  for  a  program  that  has  been  adopted.  And  in  the  logic 
of  things  the  client  with  the  corresponding  rights  and  economic  levers  of 
influence,  the  main  distributor  of  resources,  should  be  the  Ministry  of 
Consumer  Services.  Otherwise  we  shall  not  achieve  the  required  turnabout  in 
the  satisfaction  of  the  growing  needs  of  the  workers  for  paid  services.  And 
then  the  barbers  will  never  acquire  good  scissors. . . . 

COPYRIGHT:  Izdatelstvo  "Nauka",  "Ekonomika  i  organizatsiya  prornyshlennogo 
proizvodstva" ,  1986 
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MAYS  OF  ECONOMIZING  ON  MATERIAIS  INDICATED 


Novosibirsk  EKONCMIKA  I  ORANIZATSIYA  HmYSHTENNCXSO  EROIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  jp  169-176 

[Article  R.  L.  Snezhnoy,  doctor  of  technical  sciences,  and  M.  V.  Mikhaylyk, 
candidate  of  technical  sciences.  Scientific  Researdi  Institute  of  Special 
Methods  of  (lasting  (Odessa) :  "Mhere  Does  Winged  Metal  Fly?” 

[Text]  The  Basic  Directions  for  the  Economic  and  Social  Developnent  of  the 
USSR  During  1986-1990  and  the  Period  Up  to  the  Year  2000  noted  the  iitportance 
of  iitproving  the  structure  and  quality  of  design  materials  based  on  tasks  for 
creating  progressive  new  technical  equipment  and  following  resource-saving 
directions  in  the  development  of  the  economy  and  the  development  of  the 
production  of  economical  kinds  of  products.  Creating  and  applying  aluminum 
alloys  in  machine  building  and  increasing  the  output  of  aluminum  at  more  rapid 
rates  correspond  to  the  solution  to  these  problems. 

During  the  1920 ’s,  before  the  organization  of  the  aluminum  industry,  the 
country  purchased  from  abroad  the  initial  aluminum  for  manufacturing  mainly 
castings  and  also  for  rolled  metal  for  aircraft  construction.  Much  has 
changed  since  that  time:  we  have  aluminum  plants  in  operation  vhich  satis:^ 
the  country's  need  for  "wing"  metal.  But,  in  our  opinion,  it  is  not  utilized 
and  distributed  among  the  branches  as  well  as  it  could  be. 

In  certain  branches  of  machine  building  the  weight  of  blank  pieces  with 
cotplex  configurations  is  reduced  to  one-third,  and  espenditures  of  fuel  and 
ejpenditures  on  metal  processing  are  reduced.  The  utilization  of  primary 
aluminum  in  the  construction  industry,  vhich  now  consumes  a  considerable 
proportion  of  it,  reduces  the  time  period  for  constructing  objects. 
Scientists  are  proposing  more  and  more  new  and  nontraditional  spheres  for  the 
application  of  "wing"  metal  (see,  for  example,  the  article  by  Academician  A. 
Belov,  "Alxmdnum  for  the  Agroindustrial  Ctomplex,"  NAUKA  I  ZHIZN,  No  4,  1984) . 
Many  branches  of  the  national  economy  have  a  critical  need  for  it.  But  even 
now,  in  our  opinion,  miuch  could  be  done  if  the  existing  resources  of  aluminum 
and  aluminum  alloys  were  distributed  efficiently. 

As  an  example,  let  us  just  list  certain  items  on  vhich  aluminum  is  utilized 
inefficiently  to  replace  ferrous  metals  or  other  materials.  In  the 
construction  of  industrial  and  trade  buildings,  in  the  Ukraine  and  Belorussia 
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large  quantities  of  primary  alximinum  are  use  for  window  openings,  doors, 
stained  glass  windows,  ceilings  and  other  construction  elements.  We  are 
increasing  the  output  of  large  profiles  of  aluminum  alloys  to  replace  steel 
ones  for  bearing  elements  of  buildings.  On  the  streets  of  Moscow  they  have 
conducted  a  "large-scale  operation"  for  replacing  the  taxi  phone  booths  that 
were  made  of  ferrous  metals  with  new  elements  manufactured  from  rolled 
primary  aluminum  alloys.  On  the  streets  and  in  the  parts  of  the  Ukraine 
(particularly  in  Odessa  and  the  health  resort  of  Mi^orod)  they  have  installed 
a  large  number  of  lams,  benches  and  information  road  signs  ttet  are 
manufactured  fixaa  hi^-quality  aluminum  alloys.  Perhaps  all  this  is  more 
aestheticcdly  pleasing,  but  how  economical  is  this  vihat  we  consider  to  be  mass 
squandering  of  rolled  aluminum? 

But  the  reserves  for  machine  tool  building  are  even  greater.  There  rolled 
aluminum  is  used  for  manufacturing  complicated  and  jjportant  parts  of 
pimnnatic  distributors,  diamond  polishing  rings  and  so  forth.  With  mechanical 
processing  of  parts,  700-800  kilograms  out  of  every  ton  of  primary  aluminum  go 
to  waste.  Why  does  this  happen?  The  USSR  Ministry  of  Nonferrous  Metallurgy 
produces  rolled  aluminum  with  large  right-angle  and  other  sections,  vhich 
maizes  it  impossible  to  manufacture  economical  shaped  parts  for  machine 
building. 

At  the  same  time  in  the  ^uminum  subbranch  itself ,  there  is  a  persistent 
tendency  to  reduce  the  output  of  primary  aluotninum.  Without  sufficient 
justification,  in  our  opinion,  at  the  Bratsk,  Krasnoyarsk,  Ural  and  Volgograd 
aluminum  plants  they  have  reduced  the  output  of  ingots  made  of  prima:^  allo]^. 
At  these  enterprises  the  traditional  technology  of  melting  aluminum  into  small 
ingot  molds  has  been  r^laced  by  casting  round  and  flat  larger  ingots, 
wei^ting  5  tons  and  more  (for  obtaining  rolled  metal) .  Two  large  specialized 
plants  have  been  constructed  and  begun  to  produce  aluminum  construction 
materials  for  the  USSR  Ministry  of  Installation  and  Heavy  Specialized 
Construction  Work  and  the  Moscow  Gorispolkom.  New  plants  are  being 
constructed  in  Khabarovsk,  Leningrad  and  Kiev. 

One  can  understand  the  position  of  the  USSR  Ministry  of  Nonferrous  Metallur^: 
it  is  considerably  easier  to  produce  metal  for  enterprises  of  the  construction 
industry.  The  latter  are  willing  to  use  rolled  aluminum  without  making  ^y 
special  requirements  on  ite  chemical  or  physical  properties.  The  machine 
builders  need  metal  of  strictly  determined  qualities. 

And  so  such  examples  make  one  wonder  vhether  or  not  it  is  necessary  to 
accelerate  the  production  of  primary  aluininum  alloys?  Perhaps  it  would  be 
more  expedient  to  improve  the  structure  of  consumption?  But  one  thing  is 
completely  clear.  The  complicated  task  of  optimizi^  the  production  and 
consumption  of  aluminum,  vhose  volumes  predetermine  in  a  decisive  way  the 
output  of  electric  energy  in  the  country,  can  be  esp^iently  carried  out  by 
using  advanced  domestic  and  foreign  experience  in  obtaining  the  maximum  return 
from  this  metal  with  minimal  espenditures  of  it. 

The  key  to  the  solution  to  this  problem  is  provided  in  the  decree  adopted  in 
June  1981  by  the  CPSU  Central  Ommittee  and  the  USSR  Council  of  Ministers,  "On 
Stepping  Work  for  Economy  and  Efficient  Utilization  of  Raw  Material,  Fuel- 
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Energy  and  Other  Material  Resources.”  To  iirplement  this  decree  in  the 
practice  of  machine  building  means  to  increase  the  output  of  high-quality 
primary  and  secondary  alumintim  alloys  vhich  ma]ce  it  possible  to  irtprove  the 
technological  structure  of  the  consumption  of  metal  in  the  leading  branches  of 
machine  building. 

During  the  past  decade,  there  has  been  an  appreciable  increase  in  the 
preportion  of  consuitption  of  cast  aluminum  in  autcxnotive  construction  and 
agricultural  machine  building.  The  increase  in  capacity  and  the  reduction  of 
the  espenditure  of  fuel  in  means  of  transportation  has  required  a  reduction  of 
the  mass  of  the  engines  and  mechanisms  as  a  result  of  changing  the  designs  of 
parts  and  utilizing  lii^ter  alloys.  The  reduction  of  the  mass  of  shaped  parts 
was  achieved  through  using  alloys  instead  of  iron  and  using  progressive 
technology  for  the  production  of  blank  pieces. 

Mar^  years  of  practice  in  the  production  of  parts  made  out  of  alxmdnum  alloys 
on  highly  productive  equipment  instead  of  castings  frcrni  iron  at  the  Altay 
Engine  Plant  have  confirmed  the  high  effectiveness  of  the  technology  of 
casting  in  metal  forms.  The  work  done  by  ^)ecialists  of  the  NIISL,  other 
institutes  and  the  plant  has  received  a  high  rating  in  this  country  and 
abroad. 

Scientific  and  technical  progress  in  the  production  of  blank  pieces  in  the 
modem  stage  in  our  country  and  abroad  have  been  directed  toward  maximum 
application  of  aluminum  alloys  and  more  conpetitive  technologies — casting 
under  pressure  and  also  casting  under  low  pressure.  Thus,  for  exaitple,  with 
casting  rmder  pressure  one  obtains  the  most  precise  masses  of  the  casting  and 
the  coefficient  of  the  utilization  of  metal  is  0.91-0.99.  Here  ejpenditures 
on  mechanical  processing  of  the  blank  pieces  are  minimal.  But,  in  spite  of 
the  annual  increases  achieved  in  the  country  in  castings  from  alimiinum  alloys 
(9  percent)  and  castings  under  pressure  (12  percent),  the  proportion  of 
castings  made  of  nonferrous  metal  alloys  in  the  overall  output  of  castings  is 
still  inadequate  and  is  just  a  fraction  of  the  necessary  level. 

Practice  ^ows  that  the  existing  restrictions  in  the  selection  of  the  best 
grades  of  alloys  (primary  cast  aluminum)  in  the  stage  of  designing  parts  have 
became  an  impediment  in  the  output  of  castings  made  under  pressure  and  the 
entire  production  of  nonferrous  metal  casting  in  the  country.  Under  these 
conditions  it  is  impossible  to  reach  the  world  level,  according  to  which 
castings  made  of  aluminum  alloys  manufactured  under  pressure  cemprise  half  of 
the  overall  output  of  these  castings.  But  because  of  the  shortage  of  ingots 
made  of  primary  aluminum  at  enterprises  of  dcmestic  machine  building  the 
proportion  of  the  output  of  blank  pieces  throu^  casting  under  pressure  is 
about  half  of  what  it  is  in  the  United  States  and  Italy.  The  consuitption  of 
primary  aluminum,  for  example,  in  the  United  States  is  78-80  percent  higher, 
and  in  Western  European  countries  it  is  even  hi^er  than  that.  Iforeaver,  it 
is  typical  of  many  developed  countries  to  increase  the  proportion  of  the 
output  of  aluminum  alloys  cast  under  pressure  and  also  those  cast  under  low 
pressure  to  r^laoe  cast  iron.  Thus  in  the  United  States  the  proportion  of 
aluminum  alloys  cast  under  pressure  increased  during  1970-1975  1.6-fold,  and 
during  1980-1985  (estimate)--!. 8-fold.  Moreover,  in  the  United  States,  for 
example,  the  consumption  of  aluminum  in  construction  elements  is  decreasing. 


109 


In  foreign  <xiuntries  and,  to  a  lesser  degree,  in  our  country/  in  capital 
construction  there  is  rapid  development  of  licfit  construction  elements  made  of 
metals  less  costly  than  aluminums.  As  the  eJ5)erienoe  of  Hungary  and  other 
countries  shosre,  in  the  construction  of  buildi^s  made  of  li^t  elements  they 
use  primarily  thin  sheet  steel  (in  construction  in  the  United  States  the 
thicikness  of  the  sheet  is  6.35  millimeters  and  less) . 

For  purposes  of  optimizing  the  structure  of  domestic  metallurgical  production 
in  the  future,  on  an  assignment  from  the  Rcesidium  of  the  USSR  Academy  of 
Sciences,  the  State  CJommittee  for  Science  and  Technology  and  the  USSR 
Gosstroy,  we  have  created  a  problem  commission  under  the  leadership  of  tte 
presid^t  of  the  UkrSSR  Academy  of  Sciences,  Academician  B.  Ye.  Baton.  With 
the  participation  of  the  leading  institutes  in  the  county,  incliading  the 
NIISL,  it  has  developed  well-grounded  proposals  for  reducing  the  consumption 
of  rolled  ferrous  metals  for  shaped  items  obtained  mechanical  processing 
and  approximately  doubling  the  proportion  of  the  consumption  of  eiluminum 
alloys  for  these  parts. 

Questions  of  improving  the  structure  of  the  production  and  cjonsurtption  of 
ciluminum  were  discussed  at  the  All-Union  Scientific  and  Technical  Conference 
on  the  Acceleration  of  Technical  P»x3gress  in  the  Aluminum  Industry,  vhich  was 
held  in  Moscow  in  1984.  The  speeches  emphasized  the  need  to  increase  the 
consumption  of  aluminum  and  its  alloys  in  machine  building.  Additionally,  in 
the  paper  Of  a  specialist  from  the  Ministry  of  the  Automotive  Industry  he 
noted  the  expediency  of  accelerated  development  of  the  production  of  rolled 
aluminum  for  the  construction  industcy.  The  consumers  of  primary  aluminum 
should  be  mainly  machine-building  enterprises  that  produce  complicated 
(shaped)  blank  pieces.  But  these  questions  were  not  properly  evaluated  in  the 
decisions  of  the  conference.  The  recoinmendations  that  were  adopted  envision  a 
change  in  the  structure  of  the  production  and  consumption  of  aluminum  in  one 
direction:  increasing  the  amount  of  rolled  metal  and  reducing  the  amounts  of 
castings  in  billets.  In  our  opinion,  this  is  a  half-measure. 

In  our  opinicxi,  it  would  be  expedient  for  the  State  Committee  for  Science  and 
Technology  in  conjunction  with  the  USSR  Go^lan  to  develop  a  more  efficient 
structure  for  the  construction  of  aluminum  by  the  leading  branches  of  machine 
building  and  other  branches  of  the  national  econowy  through  redistributing 
capital  funds  expended  on  the  develcpment  of  enterprises  that  produce  semi¬ 
manufactured  aluminum  products  and  rolled  aluminxmn,  metal-cutting  machine 
tools,  instruments  and  fittings,  in  favor  of  reduction  of  cast  nonferrous 
metal  for  machine  building. 

Significant  reserves  for  reducing  the  metal-intensiveness  of  blank  pieces  can 
be  found  in  domestic  machine  tool  building — ^a  branch  with  many  products  (there 
are  about  150,000  kinds  of  cast  pieces  alone)  with  an  annual  output  of  from 
dozens  to  several  millions  of  blank  pieces,  predominantly  series-produced 
blank  pieces  with  small  masses.  In  the  branch  (as  noted)  hi^-quality  cast 
aluminum  alloys  are  not  being  applied  sufficiently.  For  this  reason,  in  the 
structure  of  metals  consumed  by  machine  tool  building,  the  proportion  of  cast 
pieces  made  of  nonferrous  metal  alleys  is  one-half  to  one-tenth  that  in  other 
basic  branches  and  is  me  of  the  lowest  in  machine  building. 
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Designers  of  the  design  bureau  and  the  plants,  vhen  designing  cx^lex  and 
sirople  parts  vdih  small  masses,  select  grades  of  metal  and  cast  pieces  vhich 
are  available  at  the  material-technical  and  procurement  base  of  the 
enterprise.  Since  in  metallurgical  (casting)  production  there  are  no  resewe 
capacities,  the  solution  is  found  in  the  application  of  cast  steel  pieces  with 
subsequently  mechanical  processing.  Intensive  application  of  cast  steel 
pieces,  and  sometimes  cast  iron,  for  parts  with  small  masses  has  been  the 
reason  for  the  inefficient  structiare  of  the  production  of  blanks  for  various 
kincis  of  allq^  and  methods  of  molding  them  not  only  in  the  branch,  but  ali^ 
in  the  country  cis  a  \hole.  Therefore  in  mechanical  processing  shops  there  is 
an  increased  proportion  of  machine  tools  that  cut  and  remove  shavings  and, 
corre^poncJingly,  a  reduction  in  the  proportion  of  finishing  equipment 
(polishing,  finishing) .  Because  of  the  imperfection  of  the  investment 
structure  for  the  development  of  capacities  for  producing  blank  pieces  made  of 
nonferrous  and  ferrous  metallurgies  in  machine  tool  building,  for  example,  the 
coefficient  of  the  utilization  of  rolled  ferrous  metals  metals  raises  from  0.4 
to  0.55;  rolled  aluminum  alloys — from  0.22  to  0.34;  and  cast  aluminum  alloys — 
from  0.67  to  0.92. 

It  seems  to  us  that  machine  tool  builders  ^ould  think  about  more  extensive 
application  of  light  alloys. 

Thus  under  the  conditions  of  the  Ministry  of  the  Machine  Tool  and  Tool 
Building  Industry  (£!hilutSkiy  Gidrqprivod  Plant,  the  Moscow  Pnevmoapparat 
EaxJuction  Association,  the  Sirafercpol  Pneumatic  Equipment  Plant,  the 
Nikolayev  Production  Association  for  producing  lubrication  equipment  and  so 
forth)  the  changeover  of  a  number  of  parts  to  a  technology  of  manufacture 
using  casting  of  aluminum  alloys  under  pressure,  under  low  pressure  and  in 
metal  molds  we  provide  for  a  reduction  of  the  mass  to  one-third  to  one-fifth, 
the  labor-intensiveness  of  mechanical  processing — one-half  to  one-third,  and 
it  would  reduce  the  nuiriber  of  machine  tool  workers  to  several  dozen. 

But  further  develcproent  of  the  production  of  cast  pieces  using  more 
ccitpetitive  technologies  in  machine  tool  building  and  branches  of  machine 
building  is  impeded  by  the  Portage  of  primary  materials,  and  on  the  vhole 
funds  for  cast  aluminum  are  distributed  mainly  to  mass  consumers,  including 
those  vhose  products  do  not  contribute  to  the  development  of  technical 
progress  (recall  the  examples  at  the  beginning  of  the  article) . 

The  naticoial  economy  would  gain  a  great  advantage  if  the  USSR  Ministry  of 
Nonferrous  Mietallxjrgy  would  extensively  utilize  foreign  and  domestic 
(automotive  construchion,  agricultural  machine  building)  experience  in  the 
output  of  !^)ecial  aluminum  alloys  for  casting  under  pressure. 

The  ejperience  of  the  United  States,  the  FE^  and  other  countries  shows  that 
the  organization  of  concentrated  metallurgical  production  of  castings  made  of 
nonferrous  metals  and  above  all  aluminum  alloys  throu^  casting  under  pressure 
is  an  objective  process  in  the  intensification  of  machine  building.  The 
recoraimended  prociuctions,  vhich  are  called  "Tsvenolit,  ”  can  be  designed  and 
constructed  analcjgously  to  the  way  this  was  done  for  plants  for  prxDducing 
billets  made  of  iron  and  steel  castings,  welded  elements,  forged  and  stamped 


111 


pieces  (Tsentrolit,  Tsentrosvar  and  Tsentrokaz) .  Daring  the  past  30  years  we 
have  put  about  2  dozen  of  these  plants  into  operation.  The  capacity  of  each 
of  them  is  frcm  30,000  to  200,000  tons  of  blank  pieces  per  year.  A  large 
proportion  of  these  plants  are  under  the  jurisdiction  of  machine  tool 
building.  Yet  during  this  same  period  our  country  has  not  created  a  single 
(except  for  a  coiple  of  plants  in  automotive  construction)  specialized  plant 
for  producing  cast  pieces  made  of  nonferrous  metels  vhich  are  necessary  for 
manufacturing  products  for  general  machine  building  application.  Moreover, 
the  level  of  technology,  automation,  organization  of  labor,  culture  of 
production  and  quality  of  cast  pieces  at  these  plants  is  considerably  higher 
than  in  the  production  of  blank  pieces  made  of  ferrous  metals.  large 
"Svetnolits"  create  real  conditions  for  eliminating  unprofitable  smaller 
productions  of  blank  pieces. 

We  also  need  more  purposive  work  for  accounting  for  and  gathering  scrap  metal 
and  waste  from  nonferrous  metals,  and  also  applying  (instead  of  physical  tons) 
better  evaluation  indicators  for  the  work  of  metallurgical  production  at  the 
level  of  the  enterprise  and  branch. 

The  organization  of  the  production  of  high-quality  cast  aluminum  alloys  and 
the  creation  of  modem  equipment  with  technological  means  of  ASU  TP  ^  also 
specialized  plans  for  producing  cast  pieces  from  nonferrous  alloys  will  make 
it  possible  in  the  next  decade  to  satis^  the  needs  of  machine  building  for 
cast  pieces  vhose  geometry  is  as  close  as  possible  to  the  parts  and  to  raise 
the  technical  level  of  production  and  increase  the  proportion  of  cast  pieces 
made  of  nonferrous  metals,  including  casting  under  pressure,  to  the  level  of 
the  industrially  developed  foreign  countries. 

C30PYRIGHT:  Izdatelstvo  "Nauka",  "Ekonoraika  i  organizatsiya  prortyshlennogo 
proizvodstva”,  1986 
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PAYMEOT  FOR  AUTCMATION  W)RK  EXAMINED 


Novosibirsk  ETONCMEKA  I  ORGANIZATSIYA  ERCSMYSHIENNCXX)  ERDIZVDDSTVA  (EHD)  in 
Russian  No  10,  Oct  86  pp  177-180 

[Article  by  N.  B.  Mikulin  and  N.  S.  Polyakov,  Lenelektrorima^  NPO  (Leningrad) : 
••Norm  Setting  for  the  Labor  of  SAER  Developers  and  Improvement  of  Iheir  Pay"] 

[Text]  Since  1985  we  have  been  working  under  the  conditions  of  the  esperiment 
for  improving  wages  for  scientific  and  engineering-technical  personnel.  The 
e>periinents  encottpass  the  majority  of  subdepartments  of  the  association. 

Our  d^artroent  is  developing  a  system  of  automated  planning  and  individual 
subsystems  and  components  of  the  SAER.  On  the  vhole  the  d^artment  is 
performing  individual  kinds  of  both  experimenteil  design  work  and  scientific 
research  work,  and  the  associates  have  to  engage  in  all  the  traditional  stages 
of  planning.  Hew  has  the  ejperiment  been  reflected  in  the  various  constituent 
parts  of  the  activity  of  the  developers?  Is  it  possible  to  speak  about  making 
the  department's  creative  work  more  active? 

There  is  not  a  single  one  of  the  workers  today,  from  those  \iiho  actually  do  the 
work  to  the  managers  of  the  subdepartments,  who  has  any  doubt  about  the 
progressiveness  of  changing  over  to  the  new  system  of  wages:  with  a  marked 
increase  in  the  products  list  and  a  certain  increase  in  the  volumes  of  work, 
the  number  of  personnel  in  the  departments  has  decreased  ty  4,  and  during  the 
CTtire  period  of  the  experiment  there  has  not  been  a  single  case  of  failure  to 
meet  the  planned  deadlines  for  the  work.  The  management  has  in  its  hands  a 
powerful  eocaiamic  lever  vhich  makes  it  possible,  on  the  one  hand,  materially 
(throu^  the  system  of  coefficients  of  labor  participation — ^and  morally)  to 
stimulate  the  activity  of  the  workers.  On  the  other  hand,  because  of  the 
immediate  filling  in  of  the  work  sheets  and  personal  accounts,  it  has  became 
possible  to  keep  track  of  the  fulfillment  of  the  thematic  plan. 

Ikider  the  conditions  of  the  esperiment  economic  interest  has  been  regulated  by 
the  personal  contribution  of  the  worker,  and  viien  the  coefficients  of  labor 
participation  were  calculated  the  following  were  taken  into  account: 
promptness,  intensiveness  and  quality  of  work,  labor  and  production  discipline 
and  tile  worker's  creative  contribution.  Throu^  combining  occupations  and 
performing  a  larger  volume  of  work  it  became  possible  to  pay  increments  to 
wages,  and  their  overall  amount  was  4,200  rubles.  The  differentiation  of  the 
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payment  for  the  researchers  and  developers  were  manifested  in  the  increments 
to  the  wages,  and  their  amount  depended  on  the  salaries.  The  amount  of  the 
increment  ranged  from  20  to  150  rubles  per  month. 

It  would  seem  that  evecything  is  contributing  to  the  main  goal  of  conducting 
the  experiment:  increasing  the  responsibility  of  the  workers  for  the  technical 
level  and  quality  of  the  developments  and  strengthening  their  interest  in 
performing  a  larger  volume  of  work  with  fewer  people.  But  a  nimiber  of 
problems  appeared,  and  effective  utilization  of  vhat  had  been  achieved  was 
iitpossible  lanless  they  were  solved. 

In  the  chain  ''association-division-department-laboratory,"  only  at  the  first 
two  levels  of  the  organizational  management  is  cost  accounting  in  effect: 
neither  the  department  nor  the  laboratory  is  a  cost-accounting  mit.  Is  there 
ary  interest  on  the  part  of  the  department,  and  within  the  framework  of  '^e 
department,  the  laboratory,  in  adopting  a  more  difficult  plan  and  mobilizing 
its  resources?  The  strictly  "local"  economic  interests  of  these  suMivisions 
orients  them  neither  toward  adopting  more  difficult  planning  assignments  nor 
toward  overfulfilling  them. 

The  main  source  of  incentive  imder  the  conditions  for  the  ejqjeriment  was 
savings  on  the  wage  fund  vhich  was  determined  as  to  the  difference  between  its 
base  fund  (talcing  into  account  the  sum  of  money  paid  for  temporary  disability 
during  the  past  3  years)  and  the  amount  actually  espended.  Within  the 
framework  of  the  annual  planning  the  base  wage  fund  was  established  and  could 
be  adjusted  in  the  direction  of  reduction  or  increase  only  for  the  next  year. 
Under  these  conditions  the  growth  of  the  fund  from  economizing  on  wages  was 
basically  determined  not  by  the  growth  of  the  actual  labor  expenditures,  but 
ky  the  reduction  of  the  number  of  workers  in  the  department. 

In  spite  of  the  fact  that  the  increase  of  the  planned  wage  fund  is  determined 
by  the  percentage  of  increase  in  the  actual  volumes  of  work,  accepting  larger 
volimnes  is  iirpeded  by  the  following:  -  "Truncated"  cost  accounting  does  not 
give  the  department  clear  reference  points  regarding  their  am  labor 
e>penditures ;  there  is  no  confidence  in  the  stability  of  the  normatives  for 
increasing  the  wage  fund  for  each  percentage  of  increase  in  the  volume  of 
output;  in  the  division  ip  to  this  point  the  principle  of  planning  "from  ■^e 
level  achieved"  has  been  in  effect.  Even  with  overfulfillment  of  the  planning 
assignments  with  the  fewer  number  of  workers,  the  management  of  the  department 
has  no  guarantee  that  the  current  table  of  distribution  of  workers  will  remain 
in  effect. 

The  coordination  of  the  experiment  with  new  subject  matter  that  has  not  be^ 
developed  previously  has  not  been  sufficiently  worked  out.  For  departm^ts 
engaged  in  the  development  and  introduction  of  new  technical  solutions 
(particularly  new  program  means)  have  ended  rp  in  worse  conditions  than  those 
departments  engaged  in  the  introduction  of  standard  or  partially  standard 
planning  solutions.  While  requiring  great  labor  ejpenditures  and  involving  a 
certain  amount  of  risk  concerning  the  introduction  of  SAE51  (including  seven 
constituent  parts) ,  the  new  subject  matter  is  reflected  negatively  in  the  fund 
of  economizing  on  wages  and,  consequently,  on  the  amount  of  increments  to 
wages  of  individual  workers. 
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Ihe  departments  can  have  "easy”  plans  and  not  be  given  incentives  for  new 
subject  matter  only  yien  there  are  no  stable,  scientifically  substantiated 
normatives.  And  indeed  the  normatives  for  the  fulfillment  of  the  planned 
subject  matter  for  individual  subsystems  and  ccmponents  of  the  SAFR  were 
changed  three  times  during  the  period  of  the  experiment,  and  for  a  number  of 
subjects  and  stages  the  normatives  diverged  from  the  volume  indicators.  All 
this  iirpeded  the  substantiation  and  the  possibility  of  paying  increments  to 
the  workers. 

What  are  the  limits  of  norm  setting  for  evaluating  labor  expenditures?  ^  What 
is  the  level  of  reliability  of  norm  setting  and  vhere  is  the  limit  on 
expenditures  for  developing  norms?  The  first  thing  that  meets  the  eye  is  toe 
creation  of  new  subdivisions  in  toe  association  for  purposes  of  organizing 
norm  setting.  Their  assignment  is  to  organize  norm  setting.  This  practically 
nullifies  toe  effect  from  releasing  workers  in  toe  functional  departments. 
The  second  thing  is  detailization  of  norm  setting,  vhidi  entails 
detailization  of  toe  technologies  of  individual  planning  jobs.  The  normatives 
developed  recently  vhich  envision  periods  of  several  hours  for  each 
technological  operation  are  not  very  different  from  norm  setting,  for  example, 
for  machine  tool  work.  This  is  wrong  in  principle,  since  toe  result  of  toe 
work  in  this  case  is  not  a  unit  product,  but  a  plan  (rou^  plan,  sketch, 
technical  plan,  working  plan) .  The  final  result  is  toe  introduction  of  this 
plan. 


In  our  opinion,  it  is  ejqpedient  to  attach  toe  norm  setting  for  scientific 
research  and  ejperimental  design  work  only  to  consolidated  elemente  of  toe 
technological  process — such  as  toe  technical  assignment,  toe  technical  plan, 
toe  working  plan  and  so  forth.  Then,  on  toe  one  hand,  it  will  not  be 
necessary  to  enlist  an  excessively  large  number  of  workers  for  toe  "needs'*  of 
norm  setting  for  labor  and,  on  toe  other  hand,  toe  managers  will  be  relieved 
of  toe  endless  coordinations  of  normatives  that  are  constantly  being  refined; 
they  will  be  able  to  engage  in  their  basic  work. 

CDPXKEOir:  Izdatelstvo  "Nauka",  "Ekonomika  i  organizatsiya  prorttytolennogo 

proizvodstva",  1986 
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EFFICIENCY  OF  INSTRUCTIONS  QUESTIONED 


Novosibirsk  EKCMMCKA  I  ORGANIZftTSIYA  ERCMYSHEENNOGO  EROIZVODSTVA  (EE50)  in 
Russian  No  10,  Oct  86  pp  180-183 

[Article  by  N.  P.  Chushkov,  head  bookkeeper  of  the  Primorzoloto  Association 
(Khabarov^) :  "The  Prospector  Artel  and  Instructions"] 

[Text]  At  the  ^ril  (1985)  Plenum  of  the  CPSU  Central 
Ooramittee  M.  S.  Gorbachev  said:  "It  is  necessary  to 
sharply  limit  the  number  of  instructions,  provisions  and 
methods  vhich  sciroetimes,  by  interpreting  party  and 
government  decisions  in  their  own  way,  hamper  the 
independence  of  the  enterprises."  The  editorial  staff 
hopes  to  ^ow  in  its  articles  how  sometimes  the 
instructions  undermine  the  essence  of  decisions  of 
government  agencies. 

In  1984  the  USSR  Council  of  Ministers  adopted  the  decree,  "On  Measures  for 
Inproving  the  Activity  of  Artels  of  Prospectors."  The  fact  that  we  extract 
some  of  our  valuable  metals  and  certain  other  minerals  by  the  prospector 
method  is  generally  known.  But  the  financial  side  of  the  activity  of  these 
artels  is  a  detail  that  is  not  very  well  known  but  is  of  extreme  importance. 
In  our  association  we  have  12  artels  of  prospectors.  The  USSR  Council  of 
Ministers  has  ^proved  new  regulations  for  the  artel  and  established  that  the 
Gosbank  must  grant  credit  for  vp  to  80  percent  of  the  volxmne  of  planned 
extraction  of  metal  during  the  forthcoming  seascHi  (and  this  production  is  only 
seasonal,  during  the  summer  period) .  According  to  the  new  regulations  the 
prospector  artel  has  the  ri^t  to  "acquire  under  the  establi^ed  policy  from 
enterprises,  organizations  and  institutions  the  equipment,  machines  and 
mechanisms  that  are  to  be  written  off  as  well  as  above-normative  and 
unutilized  material  values,  and  also  purchase  on  credit  fcxxistuffs,  sipplies, 
cultural  goods,  ipecial  clothing,  bedding,  auxiliary  materials,  forage  and 
other  prcperty  if  these  kinds  of  pro(3ucts  for  production  and  technical 
services  and  consumer  gcxx3s  cannot  be  offered  Jy  the  mining  enterprise  with 
vhich  the  artel  has  contractual  relations." 

Everything  would  seem  to  be  clear.  But,  for  ejrample,  the  USSR  Gosbank  entered 
Point  150  of  its  instructions  No  1  11  years  ago  and  this  point  has  not  changed 
to  this  very  day.  According  to  it  the  aforementioned  "ip  to  80  percent"  is 
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divided  into  two  parts:  monetary  expenditures  of  the  artel  and  material 
expenditures  of  the  mining  enterprise.  At  first  glance  there  is  nothing 
contradictory  here. 

In  a  letter  of  24  F^ruary  1984,  that  is,  2  months  before  the  adoption  of  the 
governmental  decree,  the  USSR  Gosbank  clarified  viiat  the  monetary  e}^)enditi^es 
of  the  artel  are:  wages  for  prospectors,  deduction  for  social  security, 
expenditures  on  business  travel,  maintenance  of  offices  and  eiqpenditures  on 
ink  and  copying  paper.  That  is  all! 

Excuse  me,  but  vtoat  happened  to  Point  14  of  the  new  regulations  for  the  artel 
vhere  its  speaJcs  not  about  wages  and  ink,  but  about  equipment  and  materials? 
We  have  asked  the  USSR  Gosbank  this  question  four  times  already,  b^inning  in 
October  1984.  Tto  our  first  two  letters  the  deputy  chief  of  the  administration 
of  credit  for  the  metallurgical  and  chemical  industry  of  the  board  of  the  USSR 
Gosbank  and  then  the  chief  himself  answered  that  they  would  not  grant  credit 
for  acquiring  these  material  values. 

The  association  has  not  received  an  answer  to  the  third  letter  vhich  was 
addressed  directly  to  the  chairman  of  the  board  of  the  USSR  Gosbank.  And  yet 
we  asked  a  direct  question:  vhere  will  the  artels  get  the  money  to  exercise 
the  rights  granted  to  them  by  Point  14  of  the  regulations?  In  our  opinion, 
there  can  be  only  one  answer:  Gosbank  credit.  There  are  no  other  sources. 

i^parently  there  are  two  paths:  either  pay  for  material  values  acquired  by  the 
artel  on  the  side,  from  a  running  account  of  the  association  and  obtain  credit 
for  them  as  material  escpenditures  of  the  mining  enterprise,  or  grant  the 
enterprise  the  right  to  determine  for  itself  how  much  credit  the  artel  can  be 
granted  from  the  special  loan  account  for  expenditures  made  directly  by  the 
artel  itself. 

As  of  today  the  Gosbank  does  not  wish  to  consider  this  question  at  all.  The 
essence  of  the  considerations  of  workers  in  the  Khabarovskiy  Kray  Gosbank 
office  are  these:  since  the  artels  acquire  material  values  from  the  outside, 
let  them  pay  for  them  themselves,  and  we  do  not  care  vhere  they  get  the  money. 
It  has  never  occurred  to  the  Gosbank  that  in  such  cases  the  artel  uses^  for 
this  purpose  part  of  the  wages  for  the  work  day.  If,  for  example,  it  is  30 
rubles,  today  the  artel  pays  the  prospector  an  advance  of  10  rubles  and  spends 
the  remaining  20  rubles  on  acquiring  materials  and  spare  parts. 

By  the  end  of  the  season  the  majority  of  the  artels  are  in  a  situation  vhere, 
because  of  the  material  ejpenditures  made  for  the  next  year's  season,  there  is 
clearly  not  enou^  money  in  the  running  account  to  settle  with  the  menbers  of 
the  artel.  As  a  result,  the  final  settlement  is  postponed  until  J^uary- 
February  and  sometimes  even  until  March  of  the  next  year,  that  is,  it  is  made 
from  credit  for  the  following  season. 

This  is  vhat  happens  to  the  first  part  of  the  80  percent  for  the  season  for 
extracting  metal.  And  vhat  about  the  second  part?  The  expenditures  of  the 
mining  enterprise  itself?  Not  much  better.  In  the  same  Instructions  No  1  it 
says  that  the  Gosbank  issues  the  additional  credit  once  a  month  according  to 
the  balance.  For  instance,  the  balance  for  the  current  month  will  be  for  the 
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20-24th  of  the  following  month.  But  viiat  is  vised  for  ej^jenditures  v^  imtil 
the  24th  of  the  following  months?  The  Gosbank  has  no  answer.  Tl^e  is  a 
solution:  it  is  necessary  to  grant  credit  according  to  interim  information 
feom  the  mining  enterprise,  say,  every  10  days.  But  this  is  not  legal.  Ttoday 
they  cire  in  a  good  mood  and  they  can  accept  information  for  10-day  periods. 
Tomorrow  their  mood  has  turned  sour  and  one  has  to  wait  for  the  monthly 
balance.  And  now,  vftien  the  monthly  balances  have  been  abolished,  viiat  next: 
wait  for  the  quarterly  ones? 

Ihus  the  Gosbank  has  not  drawn  the  proper  conclusions  from  the  decree  of  the 
USSR  council  of  Ministers  conceming  the  improvement  of  the  activity  of  artels 
adopted  in  1984,  has  not  changed  its  instructions  and,  it  seems,  does  not 
intend  to  change  them.  And  yet  the  artel  form  is  a  part  of  brigade 
organizaticxi  of  labor.  It  i^ould  be  supported  and  developed,  and  no 
artificial  barrier  ^ould  be  created  against  it. 

FrcM  the  editorial  staff:  According  to  information  as  of  the  beginning  of  1986 
there  have  been  no  changes  for  the  better.  As  a  result  of  this  attitude  on 
the  part  of  the  USSR  Gosbank  toward  extending  credit  for  the  prospector  method 
of  extracting  metal,  the  Priitorzoloto  Association  has  been  denied  all  kinds  of 
credit  the  Khabarovskiy  Kray  Gosbailk  office  since  November  1985,  credit  is 
not  even  being  granted  for  the  association's  direct  ejpenditures,  and  it 
cannot  pay  the  artels  (read,  people)  about  5  million  rubles.  And  this  means 
that  the  artels  will  settle  accounts  with  their  workers  from  credit  for  1986 
vp  until  March  and  later. 

Unfortunately,  the  publication  of  this  article  can  do  little  to  help  the 
author:  he  submitted  his  resignation  since,  as  he  wrote  us,  "I  am  tired  of 
this  struggle  vhere  the  game  is  played  on  only  one  side."  Then  we  were 
informed  of  his  death.  But  perhaps  the  publication  will  be  of  some  use  to 
those  vho  have  come  to  r^lace  him. 

CDEyRIGHT:  Izdatelstvo  "Nauka",  "Ekonaodka  i  organizatsiya  promyshlennogo 
proizvodstva",  1986 

11772 

CSO:  1820/18 


118 


NUMBER  OF  RERAIR  PLANTS  QUESTIONED 

Novosibir^  ElOICMIKA  I  ORGANIZATSIYA  IRCMySHIENNOGO  EROIZVODSTVA  (ERD)  in 
Russian  No  10,  Oct  86  jp  183-184 

[Article  by  A.  I.  Eurtov,  ^op  cMef  of  the  Novosibir^  Energy  Meciianics 
Plant;  "Do  We  Not  Have  Too  Mary  Repair  Plants"] 

[Text]  Plants  for  capital  repair  of  construction  maciiines,  as  a  rule,  are 
xmder  the  jurisdiction  of  construction  ministries.  Unfortunately,  they  have 
begun  to  be  created  randomly.  They  euce  organized  near  large  construction 
facilities  and  have  the  basic  goal  of  providing  Ccpital  repair  for  machines 
and  mechanisms  for  the  needs  of  construction,  but  after  the  completion  of  the 
construction  of  the  facilities  they  continue  to  operate.  This  leads  to  the 
appearance  of  several  plants  for  capital  repair  of  the  same  machines  in  one 
region.  Thus  in  one  of  the  regions  of  Novosibiri^  there  are  two  plants  for 
capital  repair  of  tractors  from  the  Chelyabin^  Tractor  Plant.  CDne  b^ongs  to 
the  Ministcy  of  Power  and  Electrification  and  the  other  to  the  Ministry  of 
Transport  Construction.  But  another  plant  has  been  created  vhose  program 
envisions  the  repair  of  those  same  tractors  from  the  Chelyabini^  Tractor 
Plant. 

As  a  rule,  all  repeiir  and  mechanics  plants  work  with  machines  of  the  most 
diverse  makes.  Additionally,  they  are  partially  occi:pied  hy  manufacturing 
certain  other  products,  that  is,  they  are  being  transformed  into  multipurpose 
enterprises.  Hence  the  low  effectiveness  of  production,  as  a  result  of  vhich 
their  existence  becomes  economically  inej^jedient. 

Today,  vhen  the  question  of  accelerating  the  country's  socioeconcmic 
development  has  become  so  crucial  and  there  is  an  additional  need  for 
resources  for  conducting  technical  reequipment  of  the  majority  of  machine- 
building  plants,  is  the  very  best  time  to  "part  wa^p"  with  plants  for  capital 
r^air  of  machines  and  to  take  measures  for  specializing  them. 

Carrying  out  a  particular  specializaticxi  of  r^air  plants  is  the  first  stage 
on  the  path  to  increasing  their  effectiveness  and  an  the  path  to  improving  the 
quality  of  the  repair  of  machines,  but  this  does  not  esdiaust  all  the  ireserves 
for  their  capital  r^air. 
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The  following  cortprehensive  program  is  needed: 

1.  To  cx)nduct  an  inventory  of  all  repair  plants  in  the  country. 

2.  To  develop  a  program  of  specialization  of  these  plants,  taking  into 
account  their  location  in  the  varioi:is  regions,  but  not  taking  into  account  the 
departments  to  vhich  they  belong. 

3.  To  develop  a  program  for  transferring  repair  plants  for  manufacturing 
plants.  Capital  repair  of  machines  in  the  futinre  should  be  organized  and 
carried  out  by  the  manufacturing  plant. 

The  system  viiereby  capital  repair  of  machines,  units  and  components  are  done 
ty  the  manufacrturing  plants  creates  the  possibility  of  having  reliable 
infonnation  about  the  design  and  operational  qualities  of  the  machine;  to 
correctly  plan  the  production  of  spare  parts  and  have  spare  part  bases  ttet 
are  centralized  in  the  various  regions;  and  to  conduct  testing  of  design 
changes  and  their  modernization  in  the  process  of  capital  repair. 
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EXPENSES  IN  DESIGN  BUREAU  REOOONTED 

Novosibirsk  EFDNCJyilKA  I  CBSANIZATSIYA  FiEm^SHLENN^  EIRDIZVODSTVA  (ERO)  in 
Russian  No  10,  Oct  86  pp  185-191 

[Article  V.  A.  Sakharov  (Moscow) :  ''Hie  Ruble  That  Is  Nuntoered  But  Not 
Accounted  For"] 

[Text]  An  operations  meeting  is  in  process.  Hie  chief  of  the  planning 
d^iartment  is  iroutinely  grumbling  that  subdivisions  of  the  design  bureau  are 
not  fulfilling  financial  plans  uniformly:  during  the  first  month— almost 
nothing,  during  the  first  semester — ^a  minimum,  the  basic  fulfillment — during 
the  last  month  of  the  third  quarter  and  during  the  fourth  quarter. 

Hie  chiefs  of  the  departments  are  moaning,  they  are  blaming  objective 
difficulties. . . . 

One  of  them  unes^iechedly  suggests: 

"But  what  if  the  work  were  r^xorted  not  monthly,  but  once  a  quarts?"  his 
voice  was  trembling  from  timid  hope. 

"I  cx3Uld  agree  to  that,"  I  answered,  "but  with  one  condition:  If  you  datain 
written  agreement  from  each  meniber  of  the  trade  union  to  receive  wages  only 
once  a  quarter." 

The  efficiency  ei^iert's  face  turned  sour. 

"Is  it  really  inccmprdiensible, "  I  added,  "that  our  wages  are  formed  from  the 
results  of  our  labor?" 

From  the  faces  I  could  see  that  this  was  not  cxarprehensible.  Everyone  was 
firmly  convinced:  regardless  of  how  you  work,  you  go  up  to  the  cadiier  and 
there  vhat  you  have  coming  to  you  is  waiting.  And  vhere  it  ocmes  from  is  not 
important.  Hie  state  is  rich. 

But  then  vhen  it  comes  to  personal  interest,  then  my  designers  become 
iincoitprcmising  and  uncorruptible. 
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In  the  design  bureau  they  filled  out  a  document  for  issuing  incentive 
remunerations  for  inventions.  Ihe  inventors  ran  to  the  bookkeeping  office. 
And  there  they  said:  '"There  is  no  money."  "What  do  you  mean,  there  is  no 

money?"  the  creators  retorted.  "After  all,  the  estimates  envision  incentive 
remunerations  in  the  amount  of  3,000  rubles,"  they  present  the  paper  they  had 
saved. 

"In  January  hew  many  orders  from  clients  did  your  department  fill?"  the  head 
bookkeeper  asked  and  then  answered  for  himself:  "None!  And  in  F^ruary 

nothing.  So  vihat  is  there  to  pay  you  with?" 

"But  then  viiat  are  our  reports  for?"  the  inventors  are  sxnrprised.  "After  all, 
here  in  the  estimate:  3,000...." 

"The  estimate  itself  means  nothing  if  there  is  no  money  in  the  ca^  register," 
ej^lained  the  head  bookkeeper.  "After  all,  money  for  incentive  remunerations 
is  formed  froiti  the  sums  obtained  by  the  design  bureau  from  the  clients.  Can 
you  really  not  understand  this? 

But  our  creators  cannot  understand  such  intricacies  of  bookkeeping. 

I  looked  over  the  estimates  assigned  by  the  departments  for  the  manufacture  of 
ej^rimental  models  at  the  experimental  plant  of  our  association.  I  looked 
and  I  was  amazed:  the  threading  of  several  hundred  screws  cost  as  much  as  gold 
watches,  and  the  manufacture  of  the  simplest  stairp  had  the  cost  of  the  latest 
model  of  Zhiguli. 

I  called  in  the  department  chief,  vho  had  signed  the  calculations. 

"Do  you  really  agree  with  these  wild  calculations?  Can  you  really  not  see 
that  the  cost  has  been  increased  fcy  several  magnitudes?" 

"I  can  see,  of  course,"  ity  interlocutor  agreed  unwilling.  "But  after  all,  we 
can  pay-^e  have  the  money. ..." 

Would  he  have  thought  that  way  if  the  money  had  been  his? 

it  is  easy  for  us  to  sign  an  expense  account  to  pay  for  interurban  telephone 
negotiations  amdrtg  workers  vho  have  not  checked  to  make  sure  that  they  were 
correct/  and  We  can  certi:^  a  trip  ticket  for  a  driver  of  a  truck  vho  says 
that  he  has  worked  two  shifts  Vhen  he  has  actually  only  worked  on,  and  we  can 
write  Off  state  ptopeity  that  someone  has  damaged  without  exacting  a  single 
kopeok  frdm  the  guilty  party. 

But  what  if  all  this  were  out  of  our  own  pocket? 

One  ittuSt  say  that  the  organizations  are  not  only  not  interested  in 
economizing,  but  sometimes,  because  of  the  existing  instructions,  protocols 
and  paragraphs,  they  are  forced  to  conceal  savings  that  have  been  made. 

If  you  do  not  spend  the  wage  fund  they  cut  it.  If  you  do  not  fill  in  the 
staff  they  remove  the  vacancies. 


122 


This  is  the  way  it  is  in  our  design  bureau  as  well.  When  any  subject  that  is 
financed  from  a  centralized  fund  is  completed  for  a  cost  less  tl^  that 
envisioned  in  the  estimate  we  are  threatened  with  being  blamed  for  failvire  to 
fulfill  the  plan.  Ihe  fact  is  that  then  the  main  administration  fails  to 
utilize  all  the  funds  allotted  to  it,  vhich  means  that  th^  will  be  withheld 
the  next  year.  And  noboc^  is  interested  in  the  fact  that  the  desi^  bureau 
has  fulfilled  the  plan  for  the  volume  of  contracted  work.  Ihis,  you  see,  is 
another  item. ... 

The  irrperfect  system  of  planning  combined  with  laziness  and  the  inefficiency 
of  the  bureaucratic  apparatus  which  includes  people  vho  do  not  wi^  to 
redistribute  funds,  leads  to  a  squandering  of  state  money.  As  a  result,  we 
frequently  sign  carelessly  balanced  reports  and  imaginary  estimates. 

It  should  be  noted  that  recently  economic  incentives  for  labor,  including  in 
scientific  research  institutes  and  design  bureaus,  have  become  considerably 
more  active.  But  in  solving  many  problems,  as  before,  one  can  see  a  desire 
for  unjustified  restrictions.  Thus,  for  example,  in  keeping  with  the  latest 
documents,  bonuses  for  workers  of  enterprises  and  associations  are  paid  out  of 
the  economic  incentive  furds  (FES)  vhich  are  created  from  profit  formed  in 
production.  But  the  e>penditure  of  the  FES  funds  is  strictly  regulated:  it  is 
determined  ahead  of  time  \«hich  percentage  the  organization  ^ould  spend  on 
social  and  cultural  measures,  vhich  on  especially  inporteint  aissignments  or 
material  cissistanoe. ...  But  vhy  not  give  the  collective  the  ri^t  to  dispose 
of  its  own  funds  vhich  it  has  earned  and  determine  how  to  use  them  in  the  way 
that  suits  them  best? 

It  is  known  that  experiments  conducted  in  the  country  make  it  possible  to 
solve  the  problem  of  xmneoessary  restrictions.  But  when  will  these  changes 
liiake  their  way  to  the  scientific  research  institutes  and  design  bureaus?  We 
should  like  for  it  to  be  as  quickly  as  possible  1  / 

i/'  ' 

One  more  a^)ect.  Since  1986  the  scientific  research  institutes  and  design 
bvireaus  have  changed  over  to  a  new  i^stem  of  payment  for  the  labor  of 
scientific  workers,  designers  and  technologists.  For  the  design  bureaus  it 
envisions  an  expansion  of  the  "spread"  of  wages  of  the  four  categories  of 
workers— from  sector  chiefs  to  designers  and  technologists  of  the  third 
categories.  For  some  reeison  they  have  forgotten  about  those  vho  are  "below" 
and  "above"  them.  As  a  results,  workers  such  eis  technicicins,  senior 
technicians  and  so  forth  have  wages  on  the  same  low  level,  vhile  the  salaries 
of  the  aforementioned  four  categories  have  approached  the  rates  of  the 
d^)artment  chief,  the  head  engineer  and  even  the  director  vhich,  as  we  know, 
have  remain  unchanged.  It  seems  to  us  that  this  situation  reduces  the 
effectiveness  of  the  entire  measure. 

Not  a  single  manager  has  yet  managed  for  a  long  enough  period  of  time  to  stay 
within  the  bed  of  procrustes  of  the  limits  allowed  for  administrative  and 
management  personnel. 

The  miserliness  of  the  established  wages,  especially  for  "low-level"  workers, 
has  become  the  talk  of  the  town.  Let  us  compare  two  excerpts. 


The  first  is  frm  the  bc»k  "ihe  Secr^e^^  the  Institution”  (Moscow, 
"Ekancndka”,  1983,  p  60). 

”lhe  Duties  pf  the  Secretary; 

"1.  Ocarposing  letters,  preparing  brief  references  from  re^rts,  and  so 
forth. 

•  •  • 

”4.  Keeping  the  manager's  diary;  organiziiig  his  m^ti^^  and  confirming 
negotiaticais;  hoping  the  manager  in  planning  his  work  day. 

"5.  Qrganizirig  business  trips  for  the  manager  and  preparing  routes  and 
programs  for  these  trips. 


"7.  Organization  and  participation  in  the  work  of  conferences,  including 
pr^>aring  the  agenda  and  keeping  the  minutes. 

"8.  Organizing  business  in  the  manager's  office,  that  is,  keeping  up  and 
prcmptly  changing  posted  schedules,  checking  on  documents  and  files  that  are 
stored  in  the  office." 

iiTia  second  eiccerpt  is  from  Decree  No  1058,  fram  the  appendix  "Salaries  of 
Enployees  and  Junicar  Service  Personnel": 

"Secretary-typist:  80,  85  rubles."  j 
The  disparity  is  obvious. 

There  are  doubts  about  the  point  according  to "hich  a  number  of  administrative 
and  management  workers  of  branches  and  divisions  of  design  and  plannong 
organizations,  including  directors  and  head  engineers,  receive  wages  that  are 
10  percent  less  than  received  by  people  in  the  same  position  in  the  main 
organization.  If  one  takes  into  account  that  in  terras  of  the  volume  of  work 
and  the  nuniber  of  personnel  the  branch  is  frequently  as  important  as  the  head 
institute  or  design  bureau  and  its  personnel  have  equal  functions,  the 
situation  seems  absurd.  ,  ^  ^  ^  ^  ^ 

What  self-re^)ecting  specialist  will  go  to  work  as  a  head  booWceeper  or  chief 
of  a  planning  department  in  a  braiKh  design  bureau  for  a  seilary  of  150  rubles? 
And  this  is  in  an  or^nization  of  the  first  category,  vhidh  designs  especially 
cxmplicated  products. 

Do  you  know  vhat  "snowdrcp"  flowers  are?  This  is  idiat  they  call  bookkeepers 
vho  are  occipying  the  position  of  a  foreman,  secretaries  vho  are  cointed  as 
engineers,  ni  Aani ng  1  aHi ^c;  \i^o  are  dcxmmient;^  as  technicians,  and  so  forth. 

How  come  these  flowers  blossomed  with  such  luxuriant  cx5lor  at  these  plants  and 
in  the  scientific  research  institutes,  in  the  streetcar  and  trolley  fleets  and 
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design  bureaias.  One  of  the  reasons  lies  cx)noealed  in  an  ancient  triad: 
inadequate  wages,  personnel  shortage--limitation  on  combining  jobs. 

It  is  iirpossible  to  understand  vdiy  one  cannot  permit^  scientific  workers, 
designers  and  technologists,  after  they  complete  their  day  of  work,  to  work 
in  their  organization  as  janitors,  yardmen  and  guards.  For  such  a  (coambination 
of  jobs  would  solve  a  number  of  problems.  They  would  be  standing  in  lines  to 
fill  these  positions! 

Another  eiainple.  Everyone  vho  is  familiar  with  the  work  of  the  design  bureau 
knows  that  the  most  difficult  and  fatiguing  of  all  the  designer's  duties  is 
the  work  of  the  controller  of  technical  documentation.  This  work  requires 
hi^  qualifications  and  e>g)erience  and  kncwledge  of  technology  and  equipment, 
and  also  of  a  multitude  of  standards,  technical  specifications  arid  other 
regulation  documents. 

In  spite  of  the  satisfactory  wages  that  are  offered  (usually  from  200  to  230 
rubles)  it  is  extremely  difficult  to  find  a  controller:  his  work  is  not 
considered  to  be  creative  and,  moreover,  it  is  extremely  monotonous.  To  put 
it  succinctly,  this  job  is  not  for  a  young  person.  The  idea  emerges  of  its 
own  accord:  to  invite  pensioners  to  do  this  work.  They  have  experience  and 
qualifications  and  patience. ... 

But  the  law  prcdiibits  pensioners  frcm  working  in  an  engineering  position  vtile 
retaining  their  pension. 

Now  let  xxs  calculate.  A  pensioner,  vdiile  retaining  the  full  amount  of  his 
pension,  agrees  to  work  as  a  controller  with  a  salary  of  about  170  rubles.  If 
he  receives  a  pension  of  120  rubles,  the  state  pays  him  a  total  of  290. 

But  since  this  variant  is  not  permitted  by  law,  we  (if  we  are  luc]^)  hire  a 
controller  for  a  minimum  salary  of  200  rubles  viiile  the  pensioner  vdio  was  not 
given  the  jcto  continues  to  receive  his  120  rubles  as  before.  The  total  State 
expenditures  in  this  case  will  amount  to  320  rubles. 

There  is  a  monthly  overexpenditure  of  30  rubles  for  each  controller! 

This  is  only  the  financial  aspecrt  of  the  matter.  It  is  difficult  to  ej^lain 
vhy  a  pensioner  can  hold  a  labor  position  without  losing  his  pension,  but  not 
an  engineering  one.  l^parently  at  one  time  this  problem  was  approached 
exclusively  from  the  standpoint  of  the  labor  force  shortage.  But  we  must  not 
wait  until  we  are  in  a  situation  like  the  one  we  have  with  booWceepers— unable 
to  find  them  at  any  cost — and  only  then  permit  hiring  of  pensioners. 

One  can  say  with  cenf idenoe  that  even  in  the  area  of  the  utilization  of  the 
labor  of  workers  far  from  all  reserves  have  been  ejhausted.  I  have  an 
illiostration  right  outside  my  window. 

Our  design  bureau  rents  an  automobile  and  a  driver  from  the  city  passenger 
transportation  office.  The  established  mileage  limit  is  up  to  100  kilometers 
a  day.  Hence  it  follows  that  the  driver  is  not  working  for  a  large  part  of 
the  working  day. 
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I  to  give  him  work  for  that  time.  I  filled  out  the  documentation  for 

hiTu  to  oonbine  his  work  with  a  positicai  of  a  subsidiary  worker,  vhidh  are  in 
short  simply,  with  a  salary  of  70  rubles  a  month-loading  and  unloading 
^vpsyiTinanital  nodels,  materials  and  other  cargoes  needed  by  the  organization. 

You  cannot  do  that — ^an  inspector  appeared  out  of  no&hece  and  forbade  it.  I 
understand,  he  said,  that  it  is  a  paradox,  but  according  to  -^e  law  one  cannot 
document  a  worker  to  combine  jobs  during  time  for  vhich  he  is  receiving  wages 
for  his  basic  work. 

And  so  on  the  lawn  under  my  window  is  the  driver  Vasya — getting  seme  sun.  And 
the  cargoes  are  being  dragged  around  by  head  designers  of  projects,  leading 
engineers  and  other  engineers  with  large  salaries,  i^pparently  the  main  reason 
for  the  aforementioned  prehlbitions  and  others  like  them  is  the  fe^  of 
abuses.  But  it  is  said  to  admit  that  unjustified  restrictions  have  entailed  a 
wave  of  forced  violations:  after  all,  one  must  live,  and  you  will  not  f^ 
cleaning  ladies,  yard  men  or  guards  for  the  "strai^t"  70  rubles,  and  you  will 
not  find  secretaries  for  80,  either. 

It  is  probably  necessary  to  entrust  more  to  the  manager.  Ihe  organization 
i^ould  be  given  a  firm  plan  and  general  limits  on  the  number  of  personnel,  but 
the  director  should  be  allowed  to  decide  for  himself  the  necess^  nuni^  of 
administrative  and  management  personnel.  let  he  himself  and  his^  assistants 
determine  how  many  head  specialists,  leading  engineers,  technicians  and  so 
forth  he  needs  in  order  to  fulfill  the  planned  assignments.  And  he  should  not 
be  bound  by  indicators  of  the  average  wage  for  each  position,  the 

ratios  among  various  categories  of  specialists,  and  so  forth. 

Ihen  it  will  be  possible  to  make  the  proper  demands  on  him. 

I  have  no  doubt  that  these  problems  will  be  resolved  sometime  and  unnecessary 
restrictions  and  prohibitions  will  be  removed. 

But  it  should  be  as  qiiickly  as  possible — after  all,  times  waits  for  no  man. 

CPPyRTGHT;  Izdatelstvo  "Nauka”,  "Ekonomika  i  organizatsiya  prcmyshlennogo 
proizvodstva",  1986 
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EEKSCM^  ^TORK  ORGMIZm(aJ  FACIIJT^^ 

Novosibirsk  EKMMIKA  I  ORGRNIZMSIYA  PRDMYSHIENNOGO  ERDIZVODSTVA  (EKD)  in 
Russian  No  10,  Oct  86  pp  212-217 

[Article  by  A.  S.  Foik^ev,  chief  of  the  coital  construction  d^jartinent  of  the 
Moscow  Aviation  Plant:  ''How  To  Plan  Working  Time"] 

[Text]  In  the  first  issue  of  ERO  for  1984  Candidate  of 
Economic  Sciences  Kh.  A.  Bekov  advised  our  readers  to  use  a 
desVpocket  weekly  notebook  for  work  notes.  Ihe 
compactness  and  convenience  of  this  little  book  was 
evaluated  by  industry:  the  VosWiod  firm  began  to  produce 
one.  Today  it  is  alrea<^  possible  to  speak  about 
esperienoe  with  utilizing  the  weekly  notebook.  Ihe  article 
publi^ed  below  shows  hew  the  weekly  notdxok  organizes  and 
facilitates  the  labor  of  the  middle-level  manager. 

Let  us  say  that  you  are  a  department  chief  of  a  large  enterprise.  You  need  to 
plan  your  work  for  the  day,  week,  month,  quarter,  semester,  year  and  5-year 
period.  To  begin  with,  let  us  design  the  form  of  the  pl^.  I  vote  for  the 
weekly  notebook  produced  by  the  Voskhod  firm.  Now  we  must  decide  how  to  use 
this  weekly  notebook.  I  suggest  making  standard  forms;  weekly-hourly  (a  copy 
of  the  weekly  notdxxok) ,  monthly,  quarterly,  sani-annual,  annual  and  five- 
year.  I  advise  beginning  with  long-range  planning  and  gradually  moving  down 
to  current  planning. 

1.  Ihe  five-year  plan.  The  fewest  number  of  aitries  will  be  found  here:  they 
have  to  do  only  with  the  five-year  plan  as  a  vhole.  Ihe  main  thing  is  to 
write  dewn  the  tasks  according  to  the  deadlines.  Basically  these  will  be 
deadlines  for  the  beginning  and  end  of  certain  work,  deadlines  for  reports, 
drafts  of  plans  for  the  future  five-year  plan  and  so  forth.  The  entries  on 
the  standard  plan  must  be  broken  down  for  the  various  years  (it  is  also 
possible  to  do  it  for  half-year  periods) . 

2.  Annual  plan.  This  is  a  concrete  deciphering  of  the  five-year  plan  for  the 
given  year  plus  the  annual  r^xDrt,  annual  ajplications,  drafts  of  plans  for 
the  next  year,  and  intermediate  deadlines  for  performing  work  that  is  intended 
for  several  years,  dates  of  annual  conferences  and  meetings,  holidays,  various 
traditional  measures  and  so  forth.  Certain  deadlines  can  be  approximate  (give 


or  take  a  coi:5)le  of  days)  and  then  they  are  made  more  precise  vAien  the  time 
comes.  The  standard  plan  can  be  broken  down  for  the  various  semesters, 
quarters  or  even  months. 

3.  Semi-annual  plan.  4.  Quarterly  plan.  In  principle  one  can  combine  •^e 
annual,  semi-annual  and  quarterly  standard  plans,  adding  the  corresponding 
deadlines  for  reports,  submitting  applications  and  so  forth,  depending  on  the 
specific  nature  of  the  work  of  the  manager. 

5.  Monthly  plan.  It  is  not  a  deciphering  of  the  annual,  semi-annual  or 
quarterly  standard  plans.  Ihe  monthly  standard  plan  includes  only  those  kinds 
of  work  (or  measures)  and  dates  for  their  performance  vAiich  are  repeated  from 
month  to  month.  They  include  the  following  work: 

for  state  and  departmental  provisions — ^reports,  applications,  plans  and  so 
forth; 

for  decisions  established  for  the  enterprise  by  the  administration  and  public 
organizations—oonf^rences,  dispatcher  hours,  committee  meetings  and  so  forth; 

for  your  orders  in  departments  under  your  jurisdiction — summing  up  results, 
days  of  technical  information  and  so  forth. 

Here  one  must  keep  two  iirportant  aspects  in  mind.  First,  by  intentionally 
placing  the  standard  plans  one  on  top  of  another  right  down  to  a  particular 
week,  we  are  always  able  to  determine  the  list  of  mandatory  business  and  the 
amount  of  time  spent  on  it.  Second,  it  is  necess^  to  decide  for  ourselves: 
is  each  week  of  the  month  equally  filled  with  business?  Usually  the  fourth 
we^  has  more  time  occupied,  and  therefore  work  should  be  tak^  away  from  it. 

Weekly-hourly.  This  is  the  most  difficult  standard  plan  to  draw  up.  Now  let 
us  think  about  how  you,  a  department  chief  of  a  large  enterprise,  spend  your 
working  time.  The  range  of  your  activities  is  fairly  broad:  calls  to  the 
ministry,  the  CPSU  raykcrn  or  ispolkom  to  office  hours  for  personal  problems 
and  work  with  the  mail.  In  order  to  bring  order  into  this  avalanche  of 
business  you  decide  to  divide  your  working  time  into  two  basic  groups: 
occt^jied  and  free.  You  si±divide  the  occupied  time  into  absolutely  occupied 
and  conventionally  occupied. 

The  absolutely  occupied  hours  are  those  spent  on  measures  vhere  your 
participation  is  mandatory.  These  are  dispatcher  hours,  weekly  conference 
with  the  director,  meetings  of  the  party  committee,  work  on  certain 
commissions,  office  hours  for  personal  problems  and  so  forth,  including  meals. 

The  conventionally  occupied  time  including  those  hours  with  a  probability  of 
being  called  into  conference  both  within  the  enterprise  and  in  external 
organizations  is  the  highest.  For  this  it  is  necessary  to  know  the  days  and 
hours  of  the  meetings  in  other  organizations  concerning  questions  in  vhose 
resolution  you  are  participating. 

For  the  conventionally  occupied  time  you  do  not  itoke  appointments  for  any 
conferences  or  business  meetings.  Even  if  they  do  not  call  you  in,  you  can 
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personal  time.  Usually  everyone 

to%  s  gr 

And  so,  having  s^)arated  the  occupied  time  fron  the  overall  budaet  of  workina 

t^  you  can  determine  the  days  and  hours  of  free  tST^Oi^r 

^  can  ^y  (with  the  exceptim  of  JSes^t  ^  liff^t  ^ 

interests  of  the  department  and  jS^duSS 
^  subgroups  into  vSiidh  the  free  time  should  be  subdivided  Let  uc. 

®e  suMivision  or  of  several 
^^^ereooes  with  tejivldaal  workers  for  solving  a  particular  range  of 
for  signing  business  papers  requiring  the  presence  of  the  workers; 

g-jSS,  SSS.2S'j:S.*52i.-S“ 

for  office  hours  for  personal  problems. 

department's  work  should  initially  be 
coord^^  with  the  workers  involved  (one  ^ould  not  be  afraid  of  this-?raore 
^lo^ti^  makes  the  execution  more  mandatory)  and  only  after  this  can  it 
becotte  directive.  The  way  the  link  of  "manager-performer"  works  will  detaend 

l^ely  on  the  correct  distribution  of  this  sutoS^  ^  ^ 

^tua^^eated  in  ^  collective,  .hether  itlgSuclSt  SgeaSgackS 

indifferent,  also  depends  cai  this,  which  of  course  wi?? 
^oct  tto  bus^  qualities  of  the  nan^.  Good  hBhS  toSS  X 

ranaganer*  work  stnjotra  anl  solidily  aSj  create  a  cSSln^SSLlS 
It  IS  also  desuable  to  aaik  regulated  free  time  with  g'lSrtSulai 

thte  the  little  windows  of  time  are  left  for  personal  free  time  You 

hours  visiting  outside  organizations  during  their  office 

hours,  telephone  conversations,  work  with  the  mail  businS 

gga^on  of  papers,  r^rts  and  so  forth.  Rest  ^ould'also  be  fitteTSto 


129 


And  now  let  vis  turn  back  scane&diat — ^to  regulated  free  time.  If  you  l^alize 
the  work  schedule  according  to  the  five  points  suggested  above,  this  will  be 
your  weekly-hourly  standard  plan.  Practice  suggests  that  monthly  and  weekly- 
hourly  standard  plans  should  always  be  kept  close  at  hand. 

people  are  bothered  by  the  circumstance  that  the  window  hours  in  the 
weekly  notebook  are  not  very  large,  and  you  cannot  get  much  done  in  them. 
Ojviously,  in  parallel  to  the  we^y  ones,  one  ^ould  keep  a  personal  card 
catalogue  of  business  affairs  and  also  use  the  departmental  card  catalogue. 
Then  one  can  reliably  store  the  entire  history  of  the  subject  that  is  being 
developed.  I  think  that  many  will  agree  with  me  that  fairly  frequently  during 
the  f  iTiip  of  working  on  a  subject  it  is  necessary  to  go  through  the  history  of 
the  issue.  Therefore  in  the  window  hours  of  the  weekly  notdxjok  one  ^  should 
make  entries  like:  ”Conference  on  Subject  No  6,”  "Expert  Evaluation  of 
Facility  A, "  and  so  forth,  and  the  essence  of  the  corresponding  busings 
should  be  noted.  In  this  respect  the  we^y  notebook  of  toe  Voskhod  firm 
directly  causes  one  to  take  business  corre^ndence  very  seriously. 

If  you  have  recently  been  appointed  to  toe  position  of  a  chief  of  a  department 
in  vhich  you  have  not  worked  previously,  do  not  be  in  a  hurry  to  regulate 
everything  immediately.  Work  for  3  or  4  months,  as  they  say,  with 
iirprovisation — ^tois  is  necessary  in  order  to  discover  the  various  nuances — and 
then  boldly  begin  to  draw  up  standard  plans.  The  amount  of  time  spent  on 
drawing  them  t:p  will  be  recouped  100-fold.  By  taking  advantage  of  toe 
standard  plans  you  will  feel  satisfaction  from  toe  fact  that  "burning"  affairs 
have  disappeared,  toe  workers  have  extended  themselves  in  their  work,  and  you 
yourself  have  begun  to  utilize  your  working  time  more  productively. 

(OOPyEdIGHr:  Izdatelstvo  "Nauka",  "Ekonomika  i  organizatsiya  prontyshlennogo 
proizvodstva",  1986 
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WORK  CW  SCIENTIFIC  RECOVIMENDATIONS  SATIRIZED 

Novosibirsk  EKONOMIKA  I  ORGANIZATSIYA  ERCWSHLEMSTOGO  PROIZVODSTVA  (EKO)  in 
Russian  No  10,  Oct  86  pp  218-222 

[Article  ]:y  Vladimir  Bykov:  "Satires  and  Vignettes"] 

[Text]  But  I  gave  ^lendid  advice! 

They  called  me  into  the  administration  and  asked  me  to  give  soaotie  scientific 
recoraraendations.  I  asked:  About  vAiat?  "About  conprehensive  iitproveraent  of 
the  work  of  Uncle  Vasya.  He  is  obvioi:isly  worn  out.  Uncle  Vasya  has  produced 
exactly  half  as  inuch  as  the  theory  promised." 

All  ri^t.  I  studied  Uncle  Vasya  and  his  immediate  surroundings.  I  suggested 
that  they  establish  the  position  of  a  monitoring  stpervisor.  He  would  yell 
and  thus  stimulate  Uncle  Va^a. 

They  did  this.  He  yells.  He  began  to  produce  a  little  more,  but,  naturally, 
it  was  not  as  good.  They  produce  and  produce. . . . 

They  called  me  in  again. 

I  ejplained:  the  controller  has  a  thin  little  voice  and  his  wages  are  lower 
than  Uncle  Vasya's,  can  he  really  be  eipected  to  change  anything?  Of  course 
not,  let  us  put  a  threatening  controller  over  him.  He  will  stairp  his  feet  and 
threaten  with  his  cane:  I  will  knock  you  around,  he  will  say,  or  I  will  cut 
off  your  legs  or  I  will  conpletely  do  you  in.  It  will  be  a  warning — and 
things  will  start  happening. 

They  did  this.  He  threatens.  They  begin  to  produce  a  little  bit  better,  but 
naturally  it  was  more  ejpensive.  They  produce  and  produce. 

They  called  me  in  again. 

I  e^qjlained:  there  are  many  overhead  ejpenditures.  You  have  to  pay  the 

designers,  you  have  to  pay  the  patent  experts,  you  have  to  pay  the 

programmers,  you  have  to  pay  the  forecasters.  And  the  only  one  vh.o  is 

actually  doing  nothing  but  producing  is  Uncle  Vasya!  Reduce  the  number  of 
those  parasites,  get  rid  of  every  third  one — ^that  is  the  first  thing.  And 
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over  all  of  them  you  ^ould  put  a  head  c»ntroller— that  is  the  second  thing. 
He  will  check  on  all  of  them  and  leave  them  vihere  they  should  go. 

They  reduced  the  number.  put  the  head  controller  in  cha^e.  They  began 
to  prcxJuce  differently:  first  a  little  bit  better,  then  a  little  bit  less, 
then  a  little  bit  worse,  then  sli^tly  more  expensive.  First  this  way,  then 
that,  they  produce  and  produce. ... 

Correct.  Ih^  called  me  in  again.  They  said.  How  long  are  you  going  to  be 
playing  us  for  fools?  What  have  they  instructed  you  to  do?! 

I  e^^lained:  there  were  separate  instructions — separate  measures  have  been 
created,  but  a  system  is  needed.  We  shall  form  a  well-arranged  system — ^and  we 
shall  go  for  broilce:  from  below — controller-supervisors,  over  them — controller- 
threateners,  on  top  of  all  of  them — leading  controllers,  and  above  them  (so 
that  there  will  be  abuses)  head  controllers,  and  above  all  the  others  the 
controlissiinus.  He  will  not  be  under  anj^xx^’s  jurisdiction  but  will  just 
keep  an  eye  out  and  remove  anyone  vho  should  be  removed. 

All  ri^t,  they  said.  For  the  last  time.  We  shall  have  a  system.  It  prosmises 
many  good  positions. 

They  constructed  the  system.  One  ^outs,  another  stamps  his  feet  and 
threatens  with  his  cane,  a  third  leads  them  vhere  they  ^ould  go,  a  fourth  is 
in  charge  of  all  this  and  Judders  before  a  fifth,  and  the  controlissimus 
keeps  an  ^e  out  and  removes,  removes.... 

Well,  it  came  cuxund  to  roe.  They  saw  that  I  was  not  doing  any  good  at  all,  I 
was  just  in  the  way.  One! — ^and  I  was  not  longer  there. 

But  in  the  administraticai  they  had  not  forgotten  me,  and  called  me  in  again. 
I  had  nothing  left,  I  had  been  fired  and  eroluded  from  everyvhere.  But  I  am 
noboc^'s  fool,  and  explained  everything  according  to  science:  I  recommended, 
fellcws,  only  that  vhich  you  expected  of  me  and  no  more.  It  is  most  charming: 
to  be  controllers  and  to  stamp  your  feet.  But  there  is  ncxhere  for  you  to  go: 
you  have  forgotten  hew  to  work,  but  you  like  to  eat  high  on  the  hog! 

"Your  criticism  is  correct,"  the  people  in  the  administration  sighed 
unejpectedly.  "You  have  nothdng  to  lose,  tell  us  honestly:  What  ^ould  be 
done?"... 

"This,"  I  said,  "you  i^ould  not  ask  roe,  but  Uncle  Vasya.  As  a  working  man,  he 
is  the  cmily  one  vho  knows  this.  And  I  will  be  writing  another  dissertation 
about  him,  so  since  you  have  nowhere  to  gOt  restore  me  to  my  former  positions 
and  start  listening.  For  you  will  never  know  any  other  science  except  that  I 
am  irr^laceable! 

The  Maxwell  Equation 

"Because  of  the  reform  in  education,  we  made  the  selection  much  more  severe," 
the  rector  said  proudly.  "Everyone  vho  is  sent  for  courses  is  tested  first. 
Are  you  curious?" 
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...There  were  about  20  people  in  the  auditorium.  Almost  all  of  them  were 
slurrped  over  their  desks.  One  was  singled  out — a  tow-headed  person  with  his 
mouth  half  open  and  a  perplexed  ej^ression  in  his  eyes.  And  also  near  the 
window  two  people  sat  and  smirkedl  The  rest  were  diligently  writing  without 
raising  their  heads.  The  strong  dictating  voice  of  the  lecturer  itiade  its  way 
to  their  notebooks. 

I  listened. 

"The  laws  of  the  dynamics  of  the  electromagnetic  field  establi^ed  by  Farraday 
and  Maxwell,"  dictated  the  lectiarer,  "under  the  conditions  Of  the  socialist 
planned  eOonoity  cannot  operate  in  their  initial  form.  The  quantitative 
changes  in  the  essential  links  are  accumulated  and  lead  to  qualitative  changes 
in  the  action  both  of  individual  laws  of  physics  and  in  their  totality...." 

"What  kind  of  gibberii^  is  that?"  I  quietly  asked  the  rector.  He  lowered  his 
eyes  in  a  satisfied  way  and  nodded  toward  the  ®cit.  Just  as  quietly  as  we 
came  in,  we  slipped  out  of  the  auditorium. 

"What  kind  of  delirious  nonsense  is  that?"  I  repeated,  closing  the  door  b^ind 
me.  Why  are  they  writing  down  that  nonsense?. .. " 

"The  selection,  my  friend,  the  selection,"  the  rector  panted,  wiping  off  the 
sweat.  You  were  hearing  the  mass  testing.  Everybcx^  writes  down  and  believes 
this  nonsense.  The  impressionability  is  amazing  and  the  independence  of 
thinking  is  almost  nonexistent.  If  they  believe  that  laws  of  electroc^amics 
can  be  manifested  in  a  changed  form,  they  are  even  more  willing  to  believe 
that  the  laws  of  economics  can  change  form  and  be  transformed  however  one 
wishes,  that  they  can  be  repealed,  amended  and  abolished.  And  that  is  the  way 
they  will  carry  out  their  business.  Did  you  notice  the  three  vho  were  not 
writing,  but  thinking?  We  shall  train  them  further.  The  rest  we  shall  return 
to  vhere  they  came  from,  they  are  inert  types  and  they  are  hopeless." 

"But  they  are  the  absolute  majority!"  I  was  terrified.  "Who  will  you 
teach?. . ." 


"That  is  not  altogether  true.  This  is  the  absolute  majority  ajmong  those 
selected.  This  irieans  that  those  vho  selected  them  do  not  understand  modem 
requirements  for  personnel  either.  This  means  that  they  too - " 

"But  they  too  were  promoted  and  approved  by  somebody,"  I  observed  and  began  to 
smile  inside,  imagining  the  entire  hierarchical  pyramid. 

"But  have  no  fear  about  the  upper  levels!"  the  rector  noted  cheerfully,  easily 
guessing  my  thou^ts.  "The  upper  levels  have  an  Immense  reserve  for 
reinforcemait.  As  we  know,  the  pyramid  stands  not  on  a  hill  of  sand,  but  on  a 
very  reliable  foundation.  It  is  large  and  fantastically  diverse.  From  it  it 
is  possible  to  find  and  select  any  type  of  future  managers.  Select  them, 
train  them~and  advance  them  upward.  But  they  must  want  to.  And  they  inust 
remember  that  the  laws  of  economics  are  just  as  unshakeable  as  the  laws  of 
Jfexwell. 
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A  Couple  of  Minutes 

Why  am  I  eating  so  repidly?  But  I  work  rapidly,  too.  Why  am  I  chewing  on  my 
napkin?  Which  napkin?  Ah,  this  one. . .  excuse  me,  I  am  in  a  big  hurry.  Have 
you  also  eaten?  Let  us  go,  I  shall  talk  on  the  way. 

Do  not  be  surprised,  I  work  in  the  Gosbarik,and  I  myself  practically  am  the 
Gosbahk. . . .  You  understand,  everyone  needs  money.  Everyone!  Under  current 
conditions  ncboc^  wants  to  earn  all  that  it  takes  to  support  themselves,  and 
so  th^  crowd  around  the  cashiers,  Xd/aiting  for  their  millions.  And  note:  they 
do  not  simply  wait,  but  they  are  waiting  for  the  next  decree  that  has 
advantages.  But  vhat  does  this  mean,  with  advantages?  Well,  in  each  decree 
it  says  that  a  given  organization,  enterprise,  branch  or  scientific  trend 
^ould  be  given  special  attention  and  rendered  assistance.  So?  Well,  I  do 
not  distribute  attention,  another  office  does  that.  I/y  business  is  money. 
Ever^xxty  is  pushing  and  shoving  for  it  within  the  limits  of  their  power. 

And  now  listen  to  my  calculations. 

Each  year  60  union  and  republic  ministries  belch  forth  from  15,000  to  20,000 
decrees  vhich  require  immediate  revision  of  financing  and  caredit.  An  equal 
number  of  decrees  are  adopted  ty  main  administrations  and  all-union  production 
cissociations.  Ihey  are  eliminated,  but  the  decrees  live.  It  is  like  the 
li^t  of  dead  stars. .  .grandiose  documents!  Ihe  republic  councils  of  ministers 
adopt  fewer  of  them,  but  each  is  more  extensive.  And  vhat  reams  of  paper  I 
receive  from  the  Gosplan!  If  it.  is  all  ri^t,  I  will  not  continue.  Do  I 
sound  like  an  old  la<^? 

In  12  months  70,000  papers  fall  down  on  my  poor  head,  requiring  that  I  revise 
something  that  has  alreacfy  been  revised,  and  redistribute  vhat  has  already 
been  distributed.  During  the  work  day,  excuse  me,  there  are  420  minutes,  and 
there  are  only  250  work  days  a  year.  You  multiply  and  then  divide  and  vhat  do 
you  cone  vp  with?  Every  paper  devotes  special  attention  and  establi^es 
advantage  for  someone.  But  this  "advantage”  lasts  for  just  about  a  couple  of 
minutes.  It  is  then  crowded  out  by  the  next  "advantage."  And  if  the  one  vho 
has  the  first  wants  to  obtain  it,  he  must  sit  next  to  my  desk  and  wait  until 
the  time  from  vhen  I  receive  his  particular  peper  for  execution  until  I  begin 
to  read  the  next  one.  It  is  precisely  this  time  interval  that  is  his  big 
chance!  He  can  obtain  everything  everything  he  has  coming.  If  he  does  not 
manage  to  do  this,  he  had  better  watch  out  for  his  heels:  the  next  lucky 
person  is  ri^t  behind  him. 

Do  you  urtderstand  the  subject?  Alas,  not  everyone  is  aware  that  in  their 
reserve  is  just  a  coiple  of  minutes,  that  the  pie  is  always  smaller  than  the 
appetite  and  there  is  never  enough  for  everyone.  They  run  with  "their"  decree 
like  a  child  with  a  toy  train,  and  vhen  they  see  that  the  train  is  no  longer 
working,  they  grab  me  Jy  the  lapels.  But  vho  am  I — ^Leonardo  daVinci?  No,  I 
am  only  the  Gosbank  and  I  only  have  a  ooiple  of  minutes  for  each  person. 

Ihis  is  vhy  I  am  always  in  a  hurry.  What?  Why  did  I  move  the  newspaper 
stand?  I  cannot  walk  around  ary  small  obstacles!  I  do  not  have  enough  time! 


134 


Well,  gcx3d  ludk!  There  is  no  decree  that  pertains  to  you?  Oh,  there  is — 
excuse  me!  Only  do  not  be  late,  I  have  only  a  ccqple  of  minutes  for  you. 
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